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TRAINING FOR SPECTFIED DUTY ASSIGNMENTS CON F!DENT‘ AL

(1) The Director of Training develovs, directs, and conducts various

A, General Statement

training coﬁrses designed to impart knowledge, develop skills in

methods and techniques, and increase understanding of the princi-

Lol My
ples of intelligence, as these are directly related to specified

duty‘assignments within the Agency. These courses are identified
a8 Intelligence Training Courses,
(2) 1Intelligence Training Courses are presented to prepare new profes-

sional persomnel for specified duty assignments, to increase the
proficiency of on-duty professional personnel in their current duty
asgsignments, or to prepare on-duty professional personnel to under-

teke different or more responsible duty essignments within the Agency.
25X1 Intelligence Training Courses are to be distinguished from the Basic
Intelligence Course (BIC) covered by CIA Regulation [ ]and from 25X1A
those courses and progrsms in specialized fields subsidiary to the

field of intelligence, such as courses in language and area, lang-
uvages, and courses in various functional fields.

Intelligence Training ‘C urées are developed as the result of the iden-
tification and m of training requirements, standards, and
objectives which are mutually arrived at by tﬁe various Office Heads

and the Director of Training.

This regulation prescribes the policies, responsibilities, and procedures

governing the intelligence training of professional personnel for speci-

fied duty assignments in the Agency.
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TRAINING FOR DUTY ASSIGNMENTS
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(2)

25X1A

(3)

General Statement
(1)

The Director of Training directs and conducts various training
courses in thqameﬁﬁgds and techniques of intelligence processes
and operations which are designed to prepare new professional
personnel for projected duty assignments, to increase the pro-
ficiency of on-duty professional personnel in their present
duty assignments, or to prepare on-duty professional personnel
to unde?take other.-or-different duty assignments in the Agency,
These courses in intelligencé”methods and‘techniques are to be
distinguished from the Basic Intelligence Course which is de-

sigred to give new professional personnel an adequate basic in-

telligence background (see CIA Regulation [::::},/énd from in-

termediate and advanced training courses for on-duty professions,

personnel in languape and area, and in specialized functional?

fields.

Courses in intelligence methods and techniques are intended to

* . i
' supplement?and not to supersede on-the-job training conducted - -

by the various Offices of the Agency,
This regulation t:gzggggqthe policies, responsibilities, and

513,3.‘
procedures governing the training cf professional personnel for

specifi@duty assignments in the Agency.
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B. Policy
(1) ™% prefiessiossl personnel shall receive training in the course(s) 5
ot :
_j% in intelligence methods end techniques prescribed by the eppropri- ;

ate Office Head, in order to prepare them for their projected duty ;
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(2) On-duty professional personnel shall receive training in the

course(s) in intelligence methods and techniques preseribed

- by the appropriate Office Head, in order to increase their Pro-

ficiency in their present duty assignments or to prepare them

to undertake other or different duty assignments in the Agency,

(3) Satisfactory completion of the Basie Intelligence Course shall

normally be prerequisite to the entry of new professional per-

sonnel in courses in intelligence methods and technigues, The

prescribed course(s) in intelligence methods and techniques

shall normally be comnleted before new professional personnel -

report to duty assignments in the Ageney,

(4) New professional personnel exempted from the Basic Intelligence

Course and on-duty professional personnel may be entered in the

vdrious courses in intelligence methods and techniques, in ac-

cordance with the procedure set forth in D of this regulation,

C. Responsibilities

(1) The Director of Treining shall:

(a)

(v)

(c)

(a)

Approved For Release 2002/08/225¥i]

Identd fy, in cooperation with the various Office Heads,

requirementséfé;jaggg;;aiin intelligence methods and tech-

niques to be prerequisite to various duty assignments? '

Develop; direct, and conduct traininhg courses in the meth~

ods and techniques of intelligence processes and operationsﬁt «ﬁﬂ
AR wm’?:g.

Transmit to Of ce H ads, from time to time, summaries of

the courses in intelligence methods and techniques currently

offered by the Office of Training,

Establish and maintain performance standards to be met by

all personnelﬂin courses in intelligence methods and technigues,

RIpP55-00 00100010001-2
i CONFIDENTIAL

Securj



PO

TN R T L
Approved For Refease 20 TciA-RDPA5.01)156ATH 00010001-2

Sec”"”)’ Ormatinng
(e) Provide for training reports appraising the verformance of

Lrtablpg,
all personneliin courses in intelligence methods and techf
niques, and transmit reports to the Office Head concerned
and to the Assistant Director (Personnel} for their infor-
mation and action,

(2) Each Office Head shall:

(b) Prescribe course(s) in intelligence methods and techniques,
ag he deems necessary and appropriafé, to be taken by new
and on-duty professional personnel of his Office and notify
the Registrar of the Office of Training, in accordance with
the procedures set forth in D of this regulation.

(3) The Registrar of the Office of Training shall carry out the ap-
plicable provisions in D of this regulastion,

D. Procedure

(1) Training Ligison Officers of the various Offices will transmit
to the Registrar of the Office of Training appropriate Training
Request Forms for all new professional personnel, for whom course(s)
in intelligence methods and techniques have been preseribed by
the Office Head concerned, as soon as possible after the EOD
date of such personnel,

(2) New professional personnel shall be enrolled by the Registrar in
the prescribed course(s) in intelligence methods and techniques,
Courses will be taken in the order prescribed; where scheduling
does not permit direct processing from the Basiec Intelligence
Course or from one course to another, such perscnnel will be as-
signed to temporary duty in the sponsoring Office pending the be-

ginning of the appropriate course.
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(3) Enrollment of new professional personnel exempted from the
Basic Intelligence Course and on-duty professionsl person-
nel in course(s) in intelligence methods and techniques,
when requested by the approoriate Office Head, will be sim-
ilarly accomplished within the limitations of available

training facilities,
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CENTRAL INTELLIGENCE AGENCY

OFFICE OF TRAINING

TRAINING BULLETIN
NUMBER 12

23 November 1953

SUBJECT: Remarks of Lyman B, Kirkpatrick

1, The Inspector General, Lyman B, Kirkpatrick, spoke to
Agency personnel at the Twelfth Agency Orientation Course on 6 November
1953,

2, It is believed that Mr, Kirkpstrick's remarks and his answers
to questions will be of general interest throughout the Agency and are
attached hereto for the information and guldance of all concerned.

3, It is requested that this document be given as wide circu-
lation among Agency personnel as is consistent with its clagsification,

MATTHEW BAIRD
Dirsctor of Training 25X1A
Attachment: 1
Distribution AB
25X1
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REMARKS OF -
MR, LYMAN B, KIRKPATRICK
AT THE
TWELFTH AGENCY ORIENTATION COURSE‘

6 NOVEMBER 1953

¥ ¥ ¥ ¥ R

I should like to talk only briefly about the Office of the Inspector
General, and then I will devote most of my time to talking about a subject
which is very close to my heart, a career in the Central Intelligence
Agency, a subject with which I am sure all of you are concerned,

As to the Office of the Inspector General, Let us be quite frank
about it and say that in a good organization or in a small, compact organi-
zation the necessity for an Inspector General does not exist, and I hope
that some day, verhaps through some of my efforts, we can achieve that
result in this Agency. This Agency has gone through a period of rapid
growth—--a growth which, by the way, was not so much of our doing as of other
governmental agencles which wanted us to do many things in many parts of
the world, some far beyond our capabilities--and it became very large in a
very short time, As many of you may realize, we are novw going through a
period of stability, in which we are regrouping, reorganizing, stabilizing,
getting our organization set down and developing ourselves professionally
to the degree where we will probably rank, in short order, with the best
intelligence services in the world, However, we did grow too fast and some
of the problems that come to the Office of the Inspector General are the
result of too rapid growth,

What the IG's office does in CIA is very briefly two things: First, it
is my objective, with a very small staff, to perform at least once a year
an inspection of every single component of the Agency. Inasmuch as this is
the first year in which inspectlon has been performed, we will be much more
thorough than in later years, In these inspections it will be our objective
to see that the component which we are inspecting is operating within the
jurisdiction of appropriate directives, is doing the job competently, is
well organized, has its personnel well in hand, has good perscnnel management,
handles its money properly and, in other words, is a sound part of the
organization,

1 report directly to the Director of Gentral Intelligence and, therefore,
the Imspector General's reports go to the Director, However, it is my policy
in reporting on a component to give the head of that component, generally

-1-
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the Deputy concerned, a chance to read the report before it goes to the
Director, so that if he has any strong dissenting opinion as to the facts
produced or the recommendations mede, the Director will have the opportunity
to review his comments simultaneously with my comments,
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The second part of the IG's office is perhaps of more importance to you
individually. We are open always to any individual in the organization who
has any problems on which he cannot gain redress through the appropriate
channels, I would like to stress that there are appropriate channels open to
you, whether you have a personal problem or whether you have an official
problem, But if you cannot solve your problem, if you become overly frus-
trated in trying to get it done through official channels, if you seem to
run into a stone wall and feel that there is a problem there which should
be taken up, the doors of the Inspector General's office are open at all
times; and it is understood by all of the supervisors in this Agency that
there will be no unfavorable reflection on anyone coming to the IG, I am
there to listen, and in case I cannot see you personally, 1 have two able
assistants who will be glad to see you, and we will be glad to do what we can
to assist you, In certain instances we may be able to, but remember that
bureaucracy in government is a great and complex organization, and we ars not
always able to cut the red tape or the organizational roadblocks which may be
in your way,

Now, let us talk about career service. The very first questlon which
I would like to answer is: "Why should the Agency have a career service
which in any way differs from the rest of the Federal Government; why should
it differ from Civil Service; are we a privileged group over and above any
others?" The answer as far as "privileged group" is concerned is, of course,
"no"; but the answer as far as the Agency 1s concerned is & very strong "yes,"
And it is "yes" because we have perhaps the gravest responsibility of any
group of individuals in the Federal Government, It is not the Army or the
Navy or the Air Force with all due respect to the men in those services who
are the first line of defense; it is the intelligence service, And the Army,
the Navy, and the Air Force will come into combat only if the intelllgence
service fails, If our information is not sufficiently good, 1f our coveragse
of the world is not sufficiently accurate, if we fail to get advance indications
of hostilities or of actions inimical to this country, then the military
services will have to come in and pick up where we dropped the ball, Conse-
quently, the first reason why there should be a career service is that we
have a grave and important responsibllity to our nation; the second, that we
have authority and responsibilities given to us by the Congress, by mandate
to the Director of Central Intelligence, over and beyond any other government
agency in the United States, and over and beyond any authority or responsibility
ever given to any other government agency in the history of this country,
Obviously, the Director, himself, cannot fulfill these obligations and responsi-
bilities personally and must delegate them to practically each and every
individual in the Agency, With these responsibilities and obligations it 1s
vital that we have the highest-calibre people in this Agency that it is
possible to have,
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The third reason we should have a career service is that Intelligence is
a profession, a profession which is not easily acquired, We as a nation have
always been, perhaps, as far behind as any power has been in the intelligence
profession; only in recent years with the creation of the first Central
Intelligence Group, and then with the creation of this Agency by Federal
statute, have we started to catch up to the other great powers, We have a
great distance to go to catch up, We have made amazing strides in the years
since World War II but we have a large and sinister enemy in the Soviet Union
and, perhaps, the most capable enemy that this country has ever faced in the
field of intelligence and intelligence operations--sinister, ruthless, amoral,
and with nearly all of the assets and abilities that we can put into the same
field, Consequently, the intelligence officer who is brought into this Agency
needs training, needs experience, and needs a broadening which only time and
strenuous effort can give,

And, finally, the fourth and last reason for a career service is that it
is extremely important that we encourage everybody entering thls Agency to
plan to make it a lifetime career and profession for security reasons and for
reasons of cost,

As IG, switching rapidly to the other hat, I would like to say to you
to remember always that the dollar you are spending as an employee of CIA
is your own as a taxpayer and that it should be used with discretion whether
you are writing a cable, typing up a memorandum, or engaging in an operation,

And it is very important from a security point of view that we have as
small a turnover in personnel as we possibly can, Regardless of what the job
of the individual is in an intelligence organization, he obviously acquires a
certain amount of information as to its work, its assets, its capabilities,
its competence, its knowledge; and the more people that enter this Agency and
leave it after a short time, the more information about the work of this Agency
there is ocutside of the Agency. I say that without impuning the motives of
the individuals who are forced to leave the orgenization for personal reasons
or for professional reasons, because we recognize that they are loyal and able
American citizens or they would not have been here in the first place, TYet,
regardless of how discreet an individual is, or how careful he or she may be
after leaving the Agency, the security barrier is gone--we no longer have the
daily knowledge of security by seeing guards on the doors, by having to lock
papers at night, And, consequently, little by little the information about
the work of the Agency starts to get out,

I am sure that all of you have heard about career service, and I am also
sure that many of you are skeptical about what this Agency is doing about
career service, So let me give you a very quick historical outline and tell
you what is going on today,

The Career Service Program, as such, started under General Smith in 1951,
He organized a CIA Career Service Board to study the nroblem and come up
with recommendations as to what should be done, That Board was composed of

-3~ ooy SrTEAY
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Deputy Directors and Assistant Directors, They set up eight task forces on
which individuals, through the level of Division Chief, were represented to
study all of the problems that were necessary in order to establish a career
service. Some of those problems were rotation of jobs, transfer between
different components of the Agency, liberalized retirement benefits, medical
benefits for dependents, tenure of office, job security, and so on down the
line; all of the important factors that you are interested in as a career
employee,

These task forces met on a weekly basis over a period of about a year,
and they came up with voluminous studies covering each and every factor which
affects your career, When the final report was submitted to General Smith,
he established a CIA Career Service Board which was composed of the Deputy
Directors, the Director of Training, the Assistant Director for Communications,
and two representatives from each of the Deputies' areas on the Assistant
Director level. That Board exists basically as constituted to this day,

Then each of the components of the Agency, each of the offices,
established its own Career Service Board, and I might just say that some of
them have worked exceedingly well, I would like to pay high tribute to the
Career Service Board of the Office of Communications, It is one of the best
organized and best operating in the Agency. Others have worked less well,
The motivation on the part of some for establishing a career service and
working toward this end has not been as great as others,

I would like to add parenthetically that I think the system as we have
it today is & 1little cumbersome, It involves the work of too many high-level
officials over too great a time, I think that in the very near future we _
will come up with a plan for streamlining and simplifying it, and for getting
to what I think is the real basis for career service, This is the planning for
each of your careers over a period from ten to fifteen years and talking over
with you the plan for your career, insuring that it is in accordance with
your desires and your aptitudes, and then launching you forward on that career
so that you will know that today you are going to hold such and such a job;
then, perhaps, you will transfer to another office to broaden your basis of
knowledge and experience, and then you will return to your own offices; then,
perhaps, you will have a period of six months of training with the Office of
Training, and so on down the line over a period of years, in order that you
can project your career ahead, I also envisage a board which will secreen
not only applicants coming into the Agency but also individuals when they
pass through their probationary period in career service and perhaps later
at a date when specialists and executive-type individuals will be put in the
proper patterns for their future, I feel very strongly that each and every-
one of us has different characteristics, different capabilities and different
types of aptitude that should bé developed for the best interests of the Agency.

I would like to tell you of some of the things that are going on currently.

In addition to the regular meetings of all of the Career Service Boards, we
have under the very able leadership of | | of the Office of Training,
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a Women's Panel which has been meeting for some three months and is studying
the nroblems affecting women's careers in this Agency and seeing what should
be done to ensure that women can make just as much of a career and go just as
far forward as men can in CIA, .

We have a Junior Officers' Panel which 1s studying the problems pecullar
to junior officers--grade levels of say five up to nine--to see what should
be done to ensure that they can make a better career in the Agency than exists
today,

We have a legislative Task Force studying all of the problems of career
service to see what we should go to the Congress to ask for in order that our
career service can be the equal of any in the Federal Government, offer the
same benefits and, incidentally, the same obligations, I think all of you
should recognize that you cannot be on a one-way street as far as a career is
concerned, If you are to have retirement benefits, if the Agency is to look
after you in sickness and health, you must also recognize that the Agency
expects from you'an obligation to serve, to stay with the Agency over a career,
and to give it the best possible out of your professional abilities,

Then we have a Writing Task Force which is imnortant from your point of
view, because I have so many comments like this: "I don't really know what
career service is," We have a group preparing a booklet which I hope will
be issued to you by the end of this year telling you exactly what career service
means to you, what your benefits are, and all of the deteils as to training,
retirement, and so forth,

That is, in essence, a very quick thumbnail sketch of a very large
amount of work that is being done, We are trying to make sure that it reflects,
not the official views of the Division Chiefs or the Assistant Directors, but
the official views of every individual working for the Agency.

If you have problems on career service which are not adequately covered
today, I urge you to submit them, preferably in writing, to your Career Service
Board, and it will surely forward them up to the CIA Board if there are
questions which it cannot answer,

In conclusion, there is just one word which I would like to say, The
objective of the CIA Career Service Program is extremely simple, It 1s to
make the Central Intelligence Agency not only the best place to work in the
Federal Government but also to make it the Agency that attracts the most
qualified and the best individuals for this type of work throughout our entire

country,

¥ ¥ * H

Question: Is there any conflict between the function of your office and that
of Organization and Management which is under DD/A? Do not the responsi-
bilities of O & M also include inspection of offices and activities?
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Apswer: Yes, that is quite true., But the delineation between the Office of

the Inspector General and that of Organization and Management is that O&M
is here basically to be of assistance to the offices with respect to organi-
zation and in the solving of their management problems, and the IG is here
more &s an arbitrator--to take the burden off the Director and the Deputy
Director in working out jurisdictlonal disputes which cannot otherwise be
worked out,

Question: How does the career service affect typists, secretaries, and semi-
professional people?

Apswyer: It affects them in the same way as it affects anybody else in the

Career Service Progrem, If they are here to make a career in the Agency
and indicate this, it will give them the benefit of a job security which
it will not give to individuals who are here on a short period of time,

Of course, we obviously cannot interfere with matrimony or motherhood,
which are two of the largest causes of the ladies leaving us, but it is
still quite important from a security point of view as well as from a
straight cost point of view to keep our turnover down as much as possible,
Consequently, the Career Service Program will encompass the clerical and
semi-vrofessional people just as thoroughly as it does professional people,

Question: Is the lack of a college education a hindrance to advancement with-

in CIA? 1Is the career program, for which many of us were hired, geing to
work to our adventage even if we do not have advenced degrees?

Answer: You will be judged in CIA strictly upon your abilities and your

qualifications regardless of whether you have a college degree or not, As
far as advanced degrees are concerned, if you are in CIA and doing a job,
your advencement will be based not upon the degrees that you hold but upon
the job that you are doing and upon your qualifications to advence to another
job, If there is any action to the contrary, as Inspector General, I would
be glad to examine the case,

Question: What about rotation between Offices in the Agency in Washington and

rotation between overseas and Washington?

Apswer: Rotation is one of our most serious problems today. It is a very

difficult job, indeed, to preserve compartmentation, which is absolutely
essential in every intelligence agency; and also, simultaneously to
encourage rotation because you get a certain amount of resistance to rotation,
It is, I think, simply a matter of more education because we have a system
of rotation from your office to a training site to another office and back
to your own office, which should broaden your career, I think it is meinly
a matter of maturing our cereer service, As far as overseas and Washington
is concerned, that is almost strictly within the one area of the DD/P, and

I think that in itself can be worked out with time, Today, I am very dis-
tressed by the fact that some individuals come beck and do what I think is

a very invidious thing which is forced upon them, and that is, shop for jobs,
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I think we can stop that in short order and when they come back, well
~ before they come back, they will know what their future assignment will be,

Question: Is there any tendency toward setting up a specific period of time
for work in an overt position within the Agency before applying for a
position on the clandestine side?

Answer: Basically speaking, that is the opposite of the normal wey, It
is much preferable to move from the covert to the overt side, but there
is absolutely no reason for not moving in the other direction provided
you go into a staff job where the fact that you were overt and may be
identified with CIA is not detrimental to your work on the covert side.

Question: Since CIA is putting emphasis on improving the calibre of its
employees, has any regulation been put into effect to enable CIA to
dismiss employees for incompetence or mediocrity?

Apnsver: This does not require a regulation, besically., There is an esta-
blished system in the personnel procedures, an established method for
eliminating incompetent or mediocre employees, That is through the
Personnel Evaluation Feport., This is something in which I am extremely
interested because, to be very honest about it, it has never worked well
in the past, It hes never worked well because we are all humen beings
and we do not like to call a fellow in end say, "Well look, Joe, you
haven't been doing too well and we're giving you an unsatisfactory efficilency
report," TYou probably know him and you protably know he has a wife and
children and when he gets that news, it is going to raise certain mental
anguish, if not greater than that, But basically speaking, that is the
way it heas to work, If we are going tc have a highly qualified service
with only the best people in it, unhappily there will be those who get
evaluation reports indicating that they are not on a level with their fellow
employees, Those evaluation reports must be discussed with each individual
before they are accepted, The individual must be told what his weaknesses
are and only then can the procedures be implemented for his elimination or
resignaticn from the Agency,

Question: Do we have a retirement system tied in with present planning? Has
anything been done about a twenty-year retirement law for CIA people?

Answer: The answer to both of those questions is "yes," We heve, of course,
an exlsting retirement system, We are all under the Civil Service Retire-
ment Jystem which actually is quite a liberal one., As far as a twenty-year
retirement for service of a particular nature, that would have to be enacted
by legislation,

Questicon: Because of the economy wave, do you anticipate any RIF's--Reductions
in Force--in our Agency? g

Answer: There will be none, as far as we know today, We obviously cennot
predict the future actions of Congress, and we will have to be very careful

-7
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on expansion either in our expenditures or in the use of personnel, but
as far as RIF's are concerned, I certainly think that we will avoild them

if we possibly can,
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REMARKS OF
GENERAL CHARLES P. CABELL T
AT THE o
TWELFTH ORIENTATION COURSE

3 November 1953

Six months ago I addressed the Tenth Agency Orientation Course.
I then gave my impressions of CIA as it looked to me after & very
short period as & part of the Agency. It has been a useful and
necessary exercise on my part to take stock after six months, and maybe
you too will be interested in the results. 80, let us take another
look at those first impressions to see how, if at all, they have
changed.

At the time of that previous talk last May, T had actually been
a full-fledged official of CIA only a matter of days, although before
being sworn in, I had spent about two months belng briefed by indi-
viduals from all parts of the various elements of the Agency. I pointed
out that I had been struck by the great devotion to duty displayed by
all of those to whom I had talked in CIA, and remarked on the absence
of "clock watchers" and people just filling in time. My closer associa-
tion with the people in CIA has reinforced that first impression. It
has confirmed to my satisfaction their unusually high motivation.
I don't believe that I have ever seen a group more dedicated to the
tasgks that face them and more selfless in their desire to serve and
get their jobs done. Their willingness to work as long as necessery to
complete the assignment that is before them, to revise and refine, time
after time, in order that the product shall represent the very best of
which they are capable; that is the good, solid foundation that this
Agency has developed and it will permit continuing development throughout
the conming years.

As the 0ld-Timers among you will know, CIA has had its full share
of reorganizations. In 1952 we had our last major reorganization--the
one that put in their present form the components of the Agency with
which you are familiar: the DD/P, the 1)1)17p and the DD/A, the Office
of Training and the Office of Communications. We have now lived with
this orgenization for over a year, and while there have been necessery
minor changes and adjustments, it has proved itself to be sound and
workable. It 1s unlikely that there will be any major upheavals in the
foreseesble future. There will, however, be changes. We cannot
stagnate. Once we settle down and say, "This is perfect and no further
improvements can be made,"” then we have come to & standstill and have
lost the abllity to grow and progress. What is even more . important,
the Director and I are very much aware that there are weaknesses which

-1-
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only careful administrative readjustments and better practices can do
away with, and we intend to take all the steps that we can to secure

their correction. We can, therefore, expect to see minor changes here and
there in both organization and administration.

Approved For™€lease 2(@&
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Looking back again to what I said last May, I voiced my enthusiasm
about teking over my job. I looked upon it as & most lmportant job,
one that presented a tremendous chellenge. With six months of 1t behind
me, dealing intimately with the problems of this Agency and working
closely with its members, I can see very clearly that "I didn't know
the half of it." This is an organization that deals with many facets
of government activity. The straight intelligence side I had been
familiar with for years as Director of Intelligence for the Air Force,
and as Director of the Joint Staff. It is an activity that has long
interested me very much. The special operations side was one with
vhich I was almost completely unfamiliar, but sbout which I am learning
more end more as time goes on. It is impossible to stress too strongly
the importance of accurate and timely strategic intelligence. The
decisions reached by the President and the National Security Council
must be based on something more than educated guesses. It is our job to
produce the necessary information, properly evaluated, which will enable
the heads of this government to make important foreign policy decisions.
That intelligence must be scrupulously worked up to ensure its accuracy.
Furthermore, it must be timely. A piece of intelligence otherwise per-
fectly done and completely accurate is no good, if it arrives too late
to be used. As for special operations, I am learning about the infinite
care and ingenuity that go into their planning and execution. But then
we cannot talk about them!

I am particularly pleased to see the new people of the organization
who are coming along to do the work. Originally we had to depend on
gome of the old hands from 0SS, Army, Navy, Air Intelligence, and State
to get the “"kaow how" so necessary in intelligence work. We are novw,
through our own training program, developing new professionally trained
officers, both men and women, who are well equipped to join this
profession. We have produced, and are continuing to produce, intelligence
officers with a combination of training and experience, who can be counted
upon to make sound judgments, produce solid intelligence estimates, and
carry out effective operations.

We hnave gone to some lengths to set up a Career Service Board to
ensure that our people are most advantasgeously placed from their point
of view and ours, that their service is well rounded, and that they have
a chance: to develop themselves to the utmost. At the same time an
effective Career Service Program will assure those who are best suited
to this type of work that, in continuing in it, they will have before
them & good solid professional career in government. They will have a

—2—
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career of which they can be justly proud, both because of the growing
recognition of the significance of their contribution to the national
welfare, and because of the inner satisfactions which come from doing

a job that one knows to be important. But this career service goal
imposes on us, as an Agency, another responsibility: We must be highly
selective in our recruitment of new people. The very process of clearing
applicants weeds out a great many. It is pretty much the case of "Many
are called but few are chosen.” Those of you whc have been chosen,
therefore, represent the cream of the crop, and we already have an invest-
ment in you. As such you are a force to be carefully trained and nourished
in what has already become the tradition of U, S. Intelligence. And we
speak proudly of this developing tradition. Because you have been
carefully chosen, you on your side have the responsibility of seizing
every opportunity to increase your own fitness for the Job that is

‘before you.
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There are Just one or two things I want to say. This is really
a half-hour in which you talk to me rather than a half-hour in which

I make an address.

I have no major reorganizations in mind. The only kind of
reorganization I contemplate is a general tightening up and, as time
and attrition teke their toll, a slight reduction in numbers here in
Washington. I think our headquarters should be smeller and our work in
the field expanded. We have placed upon us from time to time new tasks
and new responsibilities which require additional personnel. In certain
ereas additional personnel will be required in the fileld. This will
demand of us here in headquarters more efficiency, more performance,
and possibly--and this is a headquarters problem--more concentration on
the main targets, the maln responsibilities, and the most important
issues of the day.

What we are seeking in our Agency is quality, devotion and
performance. Intelligence can never become an assembly-line type of
work. For its success it depends upon the character, ability and hard
work of the individual, and no type of orgenization and no machinery
that we install can take the place of that. In the last few months we
have had some signal accomplishments, and I have had occasion to be very,
very proud of a considerable number of individuale who have had an oppor-
tunity to show their mettle and have come through with success.

I have often mentioned my own experience during the war. I arrived
in Switzerland in November of 1942 just at the time the curtain came
down, and I had no chance to add substantially to my staff. Starting
with a small group which was increased by local people whom I found on
the spot, I built up an organization which had to concentrate only on
certain essential operations. And I found that by and large during the
first two years when I was unable to build up a large organization, I
was able to do more effective work than when the curtain was raised and
I bhad quite a flood of people.

=T
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I am setting aside an afternoon each week to get around the Agency
and to meet with you and talk with you and learn of your own problems
and see how the work is being done. I hope to visit all of you in
your various lines of work so that before twelve months are up I will
have accomplished a complete personal on~the=-spot survey. I may not
thereby have the answers to all the problems, but I will have a better
knowledge of your problems and difficulties, a better knowledge of the
Agency, and a better knowledge of you personslly.

CIA remains somewhat in the spotlight. I would like to see us
stay out of the papers as much as possible. We will probably never stay
completely out; but we have to be, to some extent, an anonymous agency.
It is the most difficult thing in the world, I think, for a human
being to do interesting work, to achieve interesting and significant
results and not be able to tell them to the world, and sometimes not
even to his own family or friends. And I realize the problem; I have
1t myself. You will all have it to some extent, but if we are going
to succeed, we will have to resist the temptation to talk about what

we are doing.

Our relations with other parts of the Government are steadily
improving. In the intelligence community, State, Army, Navy, Air, the
Joint Chiefs, Atomic Energy Committee, the FBI, all are working together
as a team as We never have worked before. There is room for improvement
but our present relations are quite satisfactory.

Every Thursday morning when the National Security Council meets, I,
or in my absence General Cabell, have the opportunity to brief the
National Security Council on the important intelligence developments
of the week. This 1s becoming fixed as a govermmental procedure and it
gives us an opportunity at the very highest level to present quickly
to the leaders in Government, including the President, a sketch of the
situation from the intelligence angle. I consider these briefings a
trust to exercise, not only on behalf of CIA, but also of the entire
intelligence commmnity.

In intelligence today, we face the most difficult task that any
intelligence community has ever faced. The Iron Curtain is a reality
and a real problem insofar as the procurement of intelligence is
concerned. To meet that problem will require more ingenuity and more
skill than intelligence agencies have shown in the past. Yet, if we do
not meet it, we will not have fulfilled the vital mission we have. We
are having a measure of success. The measure of success must be greatly
increased in the weeks and months ahead. This is a very real challenge.
It 1s because of the nature of the challenge that we must concentrate on
building, on a career basis, individual skills and techniques backed by
the greates® improvements available in technical, mechanical and scientific
aids. I was greatly gratified recently to see in our Technical Services
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Staff that on the technical-mechanical side we are preparing, for you
who will be the operators in that field, the most modern techniques to
meet the modern problems of intelligence. .

Since I place much emphasis, in fact the top emphasis, upon
individual capabilities, I realize that the training programs that Matt
Baird and his associates have set up here are a vital and essential
pert of our work. I had to learn my intelligence background by the case
methed, and I sometimes wish I could go through the training that you are
having.

From this you will realize how much stress I put on protecting you
in your jobs and in the opportunities which open to you a future of
absorbing interests and of vital importance to the nation. I want you
to know that that is my chief concern and I won't let you down.

* % X X K X

Question: What influence do you, as Director of Central Intelligence,
have in formulating U.S. policy?

Ansver: Policy should be based upon facts. It is our responsibility, in
coordination with the other intelligence agencies of the Government, to
lay before the National Security Council the facts of given situations.
If policy makers propose to base their policy on facts they ought to
listen to us and, in general, they do; but I have no absolute control.
I cannot force them to take our estimate of a situation as the basis
for their policies. I can say generally that a very great respect is
shown to the reports and estimates which we present.

estion: Do you believe that Congress will set up a special committee
Tor Intelligence Agencies or for CIA matters?

Answer: Senator Mansfield has introduced & resolution for a Committee on
Intelligence that is comparable to the Joint Committee on Atomic
Energy of the House and the Senate. There is no clear-cut decision as
yet. It may be considered, to some extent, at the present session of
the Congress. At the moment it seems to me that existing machinery is
adequate to bring before the appropriate committees of Congress the
essential facts of what we are doing. If the Congress feels that more
i8 needed, naturally we ought to cooperate in giving it the informa-
tion that it requires within the bounds of the security which is
essential for our operations. '

Question: As the Director of Central Intelligence, are you ever consulted
on the budgets of the departmental intelligence agencies?
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Answer: You can realize that this is rather a difficult and delicate
problem for I do not desire to be placed in the position of censor
of the expenditures of other agencies although it is my duty under
the law to provide a measure of coordination in the intelligence field,
- to endeavor to prevent duplication by the various agencies, and to
try to see that the area is adequately covered by the agency most
competent to cover it. I doubt, however, whether I should go into
the question of whether the amount of money spent by other agencies
in carrying out theilr intelligence mission should be left at my
doorstep.

Question: What is your view regarding the administrative separation of
the overt side of the Agency from the covert side in the interests of
security and efficlency?

Answer: I think the present administrative arrangement is functioning
quite well. We have the overt udministration and then we have an
Administrative Officer on the covert side, who protects the security
of the covert side and maintains necessary lialson with the overt
administration. Nothing is perfect in as complicated an organization
as we have, but I think this arrangement is pretty satisfactory.

Question: In the past, new and high-ranking operations officers, who
have had no previous interest or experience in language, area, or
intelligence, have been brought aboard and have been set above career
officers of known ability. What is the career management doing about
these "political appointeest"

Answer: Since I have been associated with this Agency, and that means
even before I became Director, nobody, as far as I know, has been
appointed to the Agency for political reasons or under political
pressure. If there has been anyone, I don't know the person and 1
doubt whether the assertion can be documen*:i. I wish the person
vho asked this question would kindly give the Inspector General--it
can be done anonymously--the names of those persons; the Inspector
General and I will handle that situation entlcelv alone; and I may
report on it the next time T speak here. But I doubt the assertion.
I don't believe it's true.

Question: May we be so optimustic as to look forward to a new bullding
in about three years?

Answer: I hope so, We become involved in the problem of dispersal when
we consider a new bullding. Too wide dispersal would seriously affect
our efficiency because of the close relationship we have to the Pentagon,
the State Department, and other organizations of government. And,
therefore, I think it would be rather difficult for us to accept a
dispersal that would take us far away from Washington. We are working
very hard on the question of a building. It is at the present time
under consideration by the Bureau of the Budget.
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There is something a little unusual about this particular gathering
which may have escaped your immediate attention, Gathered here in this
auditorium today are members of the Agency revresenting all its parts as
well as members of some of our cooperating agencies in the intelligence
community, I say this is unusual because in your career with this Agency
you will seldom have the opportunity of sitting down in one body with
fellow CIA workers from the whole operation, If you will lock at the
people on your right and on your left, I will lay odds you will see faces
that you will not see again during your entire experience with us, Now
this is an unfortunate thing in a way, because it means that as an
Agency, we can not always enjoy that comradeship which comes from
continuous contact and interchange within a group, the size of this one,
We are in fact compartmented, and however unfortunate it may be, this is
inevitable in and essentially covert orgenization, There are two reasors
for this, the latter of which particularly applies to Central Intelligence,

The first is the very understandable reason of efficiency. In any
extensive and complex process like meking automobiles, running a railrcad
or a university, governing a great commonwealth, or producing intelligence,
efficiency demands a division of labor, We produce 56 much that we must
have many people on the job, It is far more efficient to have each person
become a specialist do that he does those things he is best capable of
doing in order to make his contribution to the whole, Now the developrent
of this concept of division of labor is one of the most important contri-
butions which the American genius has given to the world of industry. It
is equally applicable to the field of government and thus to CIA, We
find ourselves organized into offices, divisions, branches, and desks so
that we can properly take advantage of this division of labor, Unfortu-
nately, this means that the individusl who works on one small aspect of a
plece of intelligence seldom gets to see the whole picture, and more than
that, he seldom comes into contact with others who contribute “to the same
piece of intelligence. This kind of compartmentation, although it keeps
us apart and keeps us from seeing things whole, also helps us to operate
efficiently,

2
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There is another and a special reason why we are compartmented in
this Agency, That is the reason of security. You have all had or will
have security indoctrinations which stress the need to know, As CIA has
grown, it is becoming increasingly difficult to maintain the sort of
security upon which successful intelligence depends, I mean by that,
immmity from having our secrets known, not only abroad but also across
the hall in an adjacent office, For security reasons, we allow an
individual to know only those portions of our business which he needs to
know in order to do his job effectively. Inevitably this means that
we have security fences between the different parts of our Agency,
security fences which again are a part of compartmentation,

Approved For Relegise 2002/Q8/22 -
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Now both efficient division of labor and tke maintenance of security
are important and useful devices, But they can be dangerous to the
ultimate attainment of our objectives if they are abused because of
exclusiveness, jealousy, false pride, or thoughtlessness, Then, instead
of resulting in boundary lines dictated by considerations of efficlency
and security, there will be barriers hampering the speedy and effective
production of intelligence, The only counter-measure that I know which
can overcome the inherent disadvantages of compartmentation is coordination,

Now, coordindtion is a term of which you may have already heard a
great deal in your experlence in government and you will hear a great
deal more of it as time goes on, My definition of it means simply taking
into account the responsibilities and the capabilities of all those involved
in any particular decision, operation, or plece of intelligence production,
This has almost come to be a dogma in the intelligence community. You
know, for instance, that the intelligence which CIA produces is the pro-
duct not alone of its own efforts but also of the efforts of intelligence
onerations in other departments and agencies of the government, After
some experience in intelligence before coming to CIA, and as Director
of the Joint Staff, I have become convinced that there is no danger of over-
emphasizing coordination, Rather we have got to stress it even more than
in the past in order to achieve an effectively functioning intelligence
comminity, This would be a community in which the resources of the whole
could be geared through a process of coordination to satisfy the highest
demands of policy for sound intelligence, without breaking down the
boundaries which efficiency and security have erected between our agencies,

If coordination is important in the intelligence community at large,
it is equally important in the specific part of the intelligence community
in which you are engaged, In my experience I have seen too many instances
where bureaucratic subdivisions and false conceptions of security have had
the effect of hampering smooth operation of the activity, and I am determined
that as rapldly as these come to light here, they will be eliminsated,
Without in any sense overlooking the importance of either the efflcient
organization of a complex operation like ours or the high importance of main-
taining security between its operational units, I still insist that we keep
our eye on the ultimate goal of greater and more effective contributions
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to policy makers, After all, that is why we exist, and anything which
obstructs our attainment of this objective is to be avoided, Where there

is & will for coordination, it will be rare indeed where a way cannot

be found to effect coordination and still follow the dictates of sound
security. In the final analysis there may be specific oceasions when com-
plete coordination will turn out to be incompatible with security requirements,
But the burden of proof will be on the individusl bypassing the particular
step in the coordination process,

There is one more aspect of coordination upon which I want to say a
word, That is the development of adequate coordination between what we
call our customers and oux*selves Our customers, of course, are those
whose policy and operating decisions demand sound intelligence, It is a
self-evident fact which can escape no one in the age of commercials that
the customer's wants and needs must be known to the producer and the
distributor if the customer is to be adequately served, The same thing
certainly applies to the field of intelligence, We must know what the policy
makers want, and we must try in every way we can to see that this want is
adequately met., This cannot be done in a vacuum, It can only be done as
a result of close coordination between our volicy makers and our intelli-
gence producers, They muat be frank with us as to what they need and we
must as frankly tell them what we can do and what we cannot do, This is
8 two-way street, but just as we must know what the customers want, so
also we are obliged in the customer's interest, of course, to do a 1little
bit of advertising, I mean that we must convince the policy makers that
sound decisions require sound intelligence and that before fundamental
decisions are made, recourse should be had to the intelligence community,

I trust we will always be ready to come up with a useful answer if not a
perfect one, But the process is not complete, even then, If custom-built
intelligence is to be the most useful, the producer of it needs to be
called in by the customer to sit with him in counsel while that intelligence
is being integrated with other factors to form a decision, And the fact
that the Difector of Central Intelligence regularly sits as an adviser to
the National Security Council is a recognition of this need and is thus one
of the most encouraging features of the current organizations and practices
for national security.
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" REMARKS OF

MR, ALLEN W, DULLES

AT THE CONFIDENTIAL

ELEVENTH ORIENTATION COURSE

7 AUGUST 1953

® o % % 3

There's one advantage of being Director over teing Demuty Director,
When I was Deputy Director I was supnosed to come here and meke a long
sveech, I still have to make a speech but it can be shorter and I can
come to get your nquestions and your ideas and be as helpful as I can in
answering them, I have gained 2 good deal from your questions in the
past, and I'11l do my best to answer any that you have today., As you know,
we have in the Agency the Office of Inspector General with one of our
ablest career men in that job, Before I came here today I asked him if
he had any objection to my advertising his office a bit, and he said,
"No. My door is open at mny time to anyone in the Agency." He and I
work together very closely and any especially difficult problems that
you nut to him will always come to my attention,

We have been a bit in the spotlight recently--for my meney, far too
much, In our form of government, given the character of the American
veople, it "is probably essential, probably inevitable that we should have
more spotlight than a secret intelligence agency ought to have, It is
right, in a way, and certainly understandable, that there should be
inquiries, that peonle shHould want to know something about what we are
doing, I've alwsys felt it was very wise that the authors of the law
setting up this Agency provided us with an umbrella of overt activities
under which we could cover the more secret operations, I hope the fact
that I've had a little bit too much spotlight, will not lead others to
seek it, I think we can do our work tetter without it,

We do have certain problems these days. There is, as you all know,
and rightly, a strong trend toward economy. Economy in Government means
economy in money; it mears economy in nersonnel, It means, in effect,
that we will have tc do g better job, probably with less money and with
fewer peonle--and this mgans that all of us from the ton down will have
to be more highly trained, From now on we will have to put added emvhasis
on training, because it may be that in many parts of our Agency one man
or one woman will have to do the work of two, I don't really regret this,
Over these difficult weeks when our budget has been under consideration,
we have hadl full and fair consideration by the members of Congress concerned.
They have & vretty:hard time of it because there is no Agency of Govern-
ment for which it is more difficult to meke apnropriations, and where it is
more difficult for those who are attempting to prune the budget to know
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where they can rightfully nrune, The members of the committee exnressed

that difficulty but they left it very largely to us, within the limits

they prescribed, to do our own pruning--to select the wheat from the chaff--
to try to do the things which are most essential and do them most efficiently,

We have for this coming year a budget within which we can operate and,
I velieve, operate effectively, We have, in effect, certain personnel
ceilings which are not going to be easy to keep, but I am confildent that
within those ceilings we can do our work,

I remember an experience I had with personnel ceilings when I was
assigned to Switzerland in the deys of the 0SS in November of 1942, I
arrived in Switzerland as the last American to enter legally before the
curtain came down at the time of the landing in North Africa and the
occupation of the southern part of Frgnce, Events imposed a ceiling on my
staff and nothing could be done about it, since no one could legally get
into Switzerland from that time on and work with me officially,

Well, I was able to search around in other government denartments,
and by finding Americans in Switzerland, it was possible to put together
a small, a very small establishment, But for about a year and a half I
had to work without any reinforcements, That imposed upon me a great
measure of selectivity, and very fortunately in a way, for I could not
write long dispatches since everything had to be enciphered and sent
through the air, I had to restrain any tendencies toward verbosity, The
selectivity forced upon me resulted in my doing far better work during
those eighteen months than I did after the frontier opened up, Thereafter,
because of the notoriety which Switzerland had as a center from which so-
called glamorous onerations could be carrled out, a flood of people descended
upon me, whereupon I became an administrator rather than an intelligence
officer, And I hope that throughout the Agency, while we need administrators
and must have them, we'll be able to cut down the number of administrators
and really build up the number of top intelligence officers—-men and women-—-—
on our staff, We can only do it through training, through building up a
Career Service,

The longer I'm in this work the more convinced I am that it is a
highly personalized affair, It's not the amount of money we have; it's not
the number of projects we have; it is the skill and the devotion of the
individual, I consider it my duty to protect and defend the assets that
have been already put together: the magnificent work General "Beedle"
Smith did in getting this Agency along the way, the work of his predecessors,
the work done by predecessor organizations, and the work Matt Baird is doing
in training the new arrivals, All this has meant that we have gathered
together in this Agency men and women of whom I am sincerely proud, and 1
want you to know that in the performance of your duty you can always look to
me to stand up for you and back you when you're in the right,

Question: How do you evaluate our present intelligence output? Are you
satisfied with it?

-3
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Answer: I don't think in intelligence one should ever be satisfied, If
we are, we are lying down on the job, I am highly satisfied with the
manner in which the subjects are nresented to me and the briefings that
are given to me within the limits of the intelligence that we have,
We don't have enough intelligence, however, on the major targets, I
might just describe & little of our work with the NSC, which is the
highest policy-making body in government within the field of national
security and foreign problems, It meets, you know, on Thursdesy morning,
under the chairmanship of the President, with the Vice President, the
Secretary of State, the Secretary of Defense, the Secretary of the
Treasury, the Director of the Foreign Operations Administration, and the
Director of the Office of Defense Mobilization as regular members. Then
on specific topics of interest to any other devartment of government,
the head of that particular agency meets with the Council, The Chairman
of the Joint Chiefs of Staff and the Director of Central Intelligence
serve as advisers on matters of military nolicy and intelligence,
respectively, The usual procedure is for the Director of Central
Intelligence, or my Deputy in my absence, to brief the Council on the
intelligence background of matters that are coming before the Council
or are on the agenda for the Council thet day; and, in additionm, to
raise any urgent matters where an intelligence briefing is deemed
necessary, If there is nothing that has transpired during that particular
week which seems to me urgent enough to bring to the attention of the
Council, T generally restrict the intelligence briefing to the particu-
lar subjects before the Council, occupying ten to fifteen minutes
generally--sometimes, with a very intricate topic, up 4o half an hour,
Subject to my own failings and shortcomings, I think the procedure is
working satisfactorily,

Question: Does CIA sug%est nolicy?

Answer: I've tried to keep the Agency out of policy. If we espoused a
policy, the tendency would be to shape our intelligence to fit the
policy, In my briefings I always keep out of policy. I've had this
situation arise, though, at the National Security Council: if I
present some situation that is critical, where something should be
done, there is quite a tendency around the table to say, "Well, what
should you do about 1t; what would you do about it?" Well, then I
refer to the Secretary of State, the Secretary of Defense, whoever it

mey be, pass the buck to him--very possibly because I haven't got the
answer myself,

Question: We have read much about the possibility of the establishment of
a Joint committee on Central Intelligence something akin to the Joint
Committee on Atomic Energy. Do you believe Congress will set up such
a commlttee and what do you think of the idea?

Answer: I rarely speculate as to what the Congress will do, and I think
it is probably unwise to do so, This is a matter, however, which I
have discussed with certain _of the leaders in Congress, and I propose
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to discuss it further when Congress reasssembles, presumably next
January, At the present time the practical situation is that we
report, on matters which are of concern to Congress, to the Armed
Services Committee of the Senate and the House, and on matters relating
to the budget, to the Appropriations Committees, Those arrangements
are working satisfactorily and I would assume that they will continue,
The problem of a new committee has, I think, been raised and will be
studied in order possibly to protect the Agency from having to report
to a miltiplicity of committees, Such protection, of course, would

be helpful, I am not clear in my mind, however, that a committee of
the size now proposed would be the most effective way of doing it, but -
this question will be approached with an open mind by us here and, I~
believe, also by the members of the Congress, -

Question: What, in your estimation, would hanpen to our Agency in time
of total war?

Answer: It would probably grow, we'd have new problems, and in areas of
military operations there would come into effect a new relationship
between the Agency and the American Commander-in-Chief in the field,
That has all been worked out in a satisfactory way which would protect
the integrity of the organization but at the same time adapt it to war
conditions in the field,

Question: Are you satisfied with the present structure throughout the
Agency or do you contemplate reorganization?

Answer: I do not contemplate any more reorganization at the moment, I
think 1t is wise to work with the organization we have--to give it a
chance and only reorganize as we see particular needs, I do find that
in certain areas some of the key men are overworked, particularly with
the added assignments that we've had to take over because of the
activities of the NSC Planning Board, the Psychological Strategy Board
and its proposed successor, That may require certain added personnel on
the top echelon, Apart from this I have no plans for reorganization,

25X1C
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Question: As a part of the Career Service Program, do you think it's a
good idea to have rotation between overseas intelligence officers and
those from the Washington offices--CRR, 0CI, ete.?

Answér: Yes, I do, and I think it is a very useful thing for those in
ORR, OCI, OSI, and so forth, to have periods of duty on the covert
nd then have dutv in the field, and that is being done., Apart

Question: In answer to a question posed at the last Orientation Program
regarding discrimination against women, has anything been done? And
has the Inspector General made a report on alleged discrimination
against women?

Answer: The Inspector General has, through the CIA Career Service Boerd,
made an official pronouncement that there shall be no discrimination
against women in the Agency, Also, we had a meeting a little while ago
with a selected group representing the distaff side, and Kirkpatrick
and I sat down and went into the problem, I was glad to find that a
dozen or fifteen of the ladies sitting around the table did not seem
to feel that there was discrimination, If there is any evidence of
discrimination, I want it brought to Mr. Kirkpatrick's attention and to
mine. We are looking into that problem because I am not clear in my
own mind that we have taken full advantage of the capabilities of women,
I'm going to work on that some more.

b
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GENERAL CHARLES P, CABELL Q}
AT THE
TWELFTH ORIENTATION COURSE
3 November 1953

Six months ago I addressed the Tenth Agency Orientation Course, I then
gave my impressionsof CIA as it looked to me after a very short period as a
part of the Agency., It has been a useful and necessary exercise on my part
to take stock after six months, and maybe you too will be interested in the
results, So, letx?take another look at those first impressions to see how,

if at all, they have changed,
At the time of that previous talk last May, I had actually been a full-

el
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fledged officlal of CIA only a matter of days, although before being sworn

in, I had spent about two months being briefed by individuals from all parts
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of the various elements of the Agency, I pointed out that I had been struck

w BWVRs 1,

by the great devotion to duty displayed by all of those to whom I had talked

in CIA, and remarked on the absence of "clock watchers" and people just filling

TN TR R
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_Ej% in time, My closer assoclation with the people in CIA has reinforced that

o
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first impression, It has confirmed to my satisfaction their unususlly high

&
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motivation, I don't believe that I have ever seen a group more dedicated to

the tasks that face them and more selfless in their desire to serve and get
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their jobs done, Their willingness to work as long as necessary to complete

e %‘—: the assignment that is before them, to revise and refine, time after time, in
Wi
E fa 6q é order that the product shall represent the very best of which they are
| = E w,%? capable; that is the good, solid foundation that this Agency has developed and
O X & ¢ .
: t; £ k g it will permit continulng development throughout the coming yearsge
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As the 01d-Timers among you will know, CIA has had its full share of
reorganizations, In 1952 we had our last major reorganization--the one that
put in their present form the components of the Agency with which you are
familiar: the DD/P, the DD/I, and the DD/A, the Office of Training and the
Office of Communications, We have now livéd with this organization for over a
year, and while there have been necessery minor changes and adjustments, it has
proved itself to be sound and workeble, It is unlikely that there will be any
major upheavals in the foreseeable future, There will, however, be changes,

We cannot stagnate, Once we settle down and say, "This is perfect and no
further improvements can be made," then we have come to a standstill and have
lost the ability to grow and progress. What is even more important, the
Director and I are very much aware that there are weaknesses which!“;ly careful
administrative readjustments and better practices can do away with, and we
intend to take all the steps that we can to secure their correction, We can,
therefore, expect to see minor changes here and there in both organization and
administration,

Looking back again to what I said last May, I volced my enthusiasm about
taking over my job, 1 looked upon it as & most importent job, one that presented
a tremendous challenge, With six months of it behind me, dealing intimately
with the problems of thls Agency and working closely with its members, I can
see very clearly that "I didn't know the half of it," This is an organization
that deals with many facets of governmment activity, The straight intelligence
side I had been familiar with for years as Director of Intelligence for the
Air Force, and as Director of the Joint Staff, It is an activity that has
long interested me very much, The specilal operations side was one with which

I wvas almost completely unfamiliar, but about which I am learning more and

more a8 time goes on., It is impossible to stress too strongly the importance
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of accurate and timely strategic intelligence, The decisions reached by
the President and the National Security Council must be based on something more
than educated guesses, It is our job to produce the necessary information,
properly evaluated, which will enable the heads of this government to make
imﬁ:atant_foreign policy decisions, That intelligence must be scrupulously
worked up to ensure its accuracy, Furthermore, it must be timely, A piece
of intelligence otherwise perfectly.done and completely accurate is no good,
if it arrives too late to be used, As for special operations, I am learning
about the infinite care and ingenuity that go into thelr planning and
exscution, But then we cannot talk about them!

I am particularly pleased to see the new people of the organization
who are coming along to do the work., Originally we had to depend on some
of the old hands from 0SS, Army, Navy, Air Intelligence, and State to get
the "know how" so necessary in intelligence work, We are now, through our
own training program, developing new professionally trained officers, both
men and women, who are well equipped to join this profession, We have produced,
and ars continuing to produce, intelligence officers with a combination of
training and experience, who can be counted upon to make sound judgments,
produce solid intelligence estimates, and carry out effective opsrations,

We have gone to some lengths to set up a Career Service Board to}%hsure

e iy

that our people are most advantageously placedy from thelr point of view and
oursy that their service‘is well rounded, and that they have a chance to
develop themselves to the utmost, At the same time an effective Career
Service Program will assure those who are best suited to this type of wcr%?i:;:
that, in continuing in it, they will have before them a good solid professional
career in.government, They will have afcareer of which they can be justly
proud, both because of the growing recognition of the significance of their
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which come from doing a job that one knows to be important. But this career
service goal imposes on us, as an Agéncy, another responsibility: We must

be highly selective in our recruitment of new people, The very process of
clearing spplicants weeds out a great many. It is pretty much the case of
"Many are called but few are chosen." Those of you who have been chosen, there-
fore, represént the cream of the crop, end we already have an invesiment in

you, As such you are a force to be carefully trained and nourished in what

has already become the tradition of U, S. Intelligence. And we speak proudly

of this developing tradition., Because you have been carefully chosen, you

on your side have the responsibllity of seizing every opportunity to increase

your own fitness for the job that is before you,
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REMARKS COF
MR, LYMAN B. KIRKPATRICK

armE CONFIDENTIAL

TWELFTH ORI&NTAT&ON COURSE
6 November 1953

> e £ ”~
I should like to talk only briefly about the Office of the Inspector
General, and then I will devote most of my time to talkling about a subject

which is very close to my heart, a career in the Central Intelligence Agency,
a subject with which I am sure all of you are concerned,
As to the Office of the Inspector General, Let us be quite frank
ﬁ ‘d‘d about it and say that in a good organization or in a small, compact organi-
é ng zation the necessity for an Inspector General does not exist, and I hope
| Jfﬁ that some day, perhaps through some of my efforts, we can achieve that
result in this Agency, This Agency has gone through ‘a period of rapid growth=—-

.L! a growth which, by the way, was not so much of our doing as of other govern-

*

%2 Lﬂg mental agencies which wanted us to do many things in many parts of the world,
.d ﬁ E;‘?‘ " some far beyond our capabilities--and it became very large in a very short

gg o ('lg time, As many of you may realize, we are now going through a period of

h,g;“ 8 {f stability, in which we are regrouping, reorganizing, stabilizing, getting our
g gi £ :"i" g organization set down and developing ourselves professionally to the degree

§,, ggg where we will probably rank, in short order, with the best intelligence services
. gégg in the world, However, we did grow too fast and some of the problems that

i Esg % come to the Office of the Inspector General are the result of too rapid growth,
ng g What the IG's Office does in CIA is ver;r briefly two things: First, it is
nzn o ‘ge my objective, with a very small staff, to perform at least once a year an
QEE g 2 inspection of every single component of the Agency, Inasmuch as this is the
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first year in which inspection has been performed, we will be much more
thorough than in later years, In these inspections it will be éur objective
to see that the component which we are inspecting is operating within the
jurisdiction of appropriate directives, is doing the job competently, is well
organized, has its personnel well in hand, has good personnel management,
handles its money/ggagpgﬁlgther words, is a sound part of the organization,

I report directly to the Director of/Tgizzizéence and, therefore, the
Inspector General's reports go to the Director, However, it is my policy in
reporting on a component to give the head of that component, generally the
Deputy concerned, a chance to read the report before it goes to the Director,
so that if he has any strong dissenting opinion as to the facts produced or
the recommendations made, the Director will have the opportunity to review
his comments slmultaneously with my comments, |

The second part of the IG's office is perhaps of more importance to you
individually, We are open always to any individual in the organization who
has any problems on which he‘cannot gain redress through the appropriate
channels, I would like to stress that there are appropriate channels. open to
you, whether you have a personal problem or whether you have an official
problem, But if you cannot solve your problem, if you become overly frus-
trated in trying to get it done through official channels, if you seem to
run into a stone wall and f;el that there 1s a problem there which should
be taken up, the doors of the Inspector Generzl's office are open at all times;

and it is understood by all of the supervisors in this Agency that there will

be no m an coming to the IG, I am there to listen, and in
v ) ORI youiy g s

snslle
uwy case I cannot see you personally, I have two able assistants who will be glad

to see you, and we will be glad to do what we ¢éan to assist you., In certain

instences we may be able to, but remember that bureaucracy in government is a
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or the organizational roadblocks which mey be in your way,

Now, let us taik about career service, The very first question which
I would like to answer is: "Why should the Agency have a career service
which in any way differs from the rest of the Federal Govermment; why should
it differ from Civil Service; are we a privileged group over and abo;; any
others?" The answer As far as "privileged group" is concerned is, of course,
"no"; but the answer as far as the Agency is concerned is a very strong “yes."
~ And it is "yes" because we have perhaps the gravest responsibility of any
group of individuals in the Federal Govermment, It is not the Army or the
Navy or the Air Force,,with all due respect to the men in those services, who
are the first line of defensey it 1s the intelligence service, And the Army,
the Navy, and the Air Force will come into combat only if the intelligence
service fails, If our information is not sufficiently good, if our coverage
of the world is not sufficiently accurate, if we fail to get advance indications
of hostilitlies or of actions inimical to this country, then the military services
- will have to come in and pick up where we dropped the ball, Consequently, the
first reason why there should be a career service is that we have a grave and
important responsibility to our nation; the second, that we have authority and
responsibilities given to us by the Congress, by mandate to the Director of
Central Intelligence, over and beyond eny other Government agency in the United
States, and over and beyond any authority or reabonsibility ever given to any
other Govermment agency in the history of this country., Obviously, the Director
- himself, cannot fulfill these obligations and responsibilities personally and
must delegate them to practically each and every individual in the Agency.
With these responsibilities and obligations it is vital that we have the highest-
calibre people in this Agency that i1t is possible to have,

The third reason we should have a career service is that intelligence is
a préRRONGS Fgrmgi%%ongég -%%%‘-’1-99%%%19.001&9%2& nation have
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always been, perhaps, as far behind as any power has been in the intelligence
profeasion; only in recent years with the creation of the first Central
Intelligence Group, and then with the creation of this Agency by Federal
statute, have we started to catch up to the other great powers, We have a
great distance to go to catch up., We have.made amazing strides in the years
since World War II but we have a large and sinister enemy in the Soviet Union
and, perhaps, the most capable enemy that this country has ever faced in the
field of intelligence and intelligence operations--sinisfer, ruthless, amoral,
and with nearly all of the assets and abillities that we can put into the same
field, Consequently, the intelligence officer who is brought into this Agency
needs training, needs experience, and needs a broadening which only time and
strenuous effort can gilve, |

And, finally, the fourth and last reaf@p for a career service is that it
is extremely important that we encourage everybody entering this Agency to
plan to meke it a lifetime career and profession for security reasons and for
reasons of cost,

Asg IG, switching rapidly to the other hat, I would like to say to you
to remember alwaeys that the dollar you are spending as an employee of CIA
is your own as a taxpayer and that it should be used with discretion whether
you are writing a cable, typing up a memorandum,ér engaging in an operation,

And it 1is very important from a security point of view that we have as
small & turnover in personnel as we.possibly can, Regardless of what the job
of the individusl is in an intelligence organization, he obviously acquires a
certain amount of information as to its work, its assets, its capabilitles,
its competence, its knowledge; and the more people that enter this Agency and

leave it after a short time, the more information about the work of this Agency

there is outside of the Agency, 1 say that without impuning the motives of
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the individuals who are forced to leave the organization for personal reasons
or for professional reasons, because we recognize that they are loyal and able
American citizens or they would not have been here in the first place, Yet,
regardless of how discreet an individusl is, or how careful he or she may be
after leaving the Agency, the security barrier is gone--we no longer have the
daily knowledge of security by seeing guards on the doors, by having to lock
papers at night, And, consequently, little by little the information about
the work of the Agency starts to get out,

I am sure that all of you have heard about career service, and I am also
sure that many of you are skeptical about what this Agency is doing about
career service, So let me give you a very quick historical outline and tell you
what is going on today,

The Career Service Progfam, as such, started under General Smith in 1951,
He organized a CIA Career Service Board to study the problem and come up
with recommendations as to what should be done, That Board was composed of
Deputy Directors and Assistant Directors, They set up eight task forces on
which individuals, through the level of Division Chief, were represented to
study all of the problems that were necessary in order to establish a career
service, Some of those problems were rotation of jobs, transfer between
different components of the Agency, liberalized retirement benefits, medical
benefits for dependents, tenure of office, job security, and éo on down the
line; all of the important factors that you are interested in as a career
employee,

These task forces met on a weekly basis over a period of about a year,
and they came up with voluminous studies covering each and every factor which
affects your career, When the final report was submitted to General Smith,

he established a CIA Career Service Board which was composed of the Deputy
DiredippeoyemhE obireloasse 3@%&2&&"@@§§M%%L%p%¥zcmications ’
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and two representatives from esch of the Deputies'! areas on the Assistant
Director level, That Board exists basically as constituted to this day,

Then each of the componénts of the Agency, each of the offices, established

its own Career Service Board, and I might just say
noneJorwe- P
upen-any—of—these—boarde that/of them have worked exceedingly well, I would

like to pay high tribute to the Career Service Board of the Office of Communi-
cations, It is one of the best organized and best operating in the Agency.
Others have worked less well, The motivation on the part of some for establilsh-
ing a career service and working toward this end has not been as great as
others,

I would like to add parenthetically that I think the system as we have
it today 1s a little cumbersome. It involves the work of too many high-level
officials over too great a time, I think that in the very near future we will
come up with a plan for streamlining and simplifying it, and for getting to
what I think is the real basls for career service, This is the planning for
each of your careers over a perlod from ten to fifteen years and talking over
wilth you the plan for your career awd insuring that it is in accordance with
your desires and your aptitudes)and then lsunching you forward on that career
go that you will know that today you are going to hold such and such a job; then,
perhaps, you will transfer to another office to broaden your basis of knowledge
and experlence, and fhen you will return to your own offices; then, perhaps,
you will have a period of six months of training with the Office of Training,
and so on down the line over a period of years, in order that you can project
your career ahead, I also envisage a board which will screen not only appli-
cants coming into the Agency but also individuals when they pass through their
probationary period in career service and perhaps later at a date when specialists

and executive~type lndividuals will be put in the sesser proper patterns for
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their future, I feel very strongly that each and everyone of us has different
characteristics, differengt capabilities and different types of apt;tude that
should be developed for the best interests of the Agency.
I would like to tell you of some of the things that are going on currently.

In addition to the reguler meetings of all of the Career Service Boards, we

have under the very able leadership of o the Office of Training,

a Women's Panel which has been meeting for some three months and is studying

the problems affecting women's careers in this Agency and seeing what should
be done to ensure that women can make just as much of a career and go Just as
far forward as men can in CIA,

We have a Junior Officers! féﬁél vhich is studying the problems peculiar
to junior officers--grade levels of say five up to nine-to see what should be
done to ensure that they can make a better career in fhe Agency than exists
today.,

We have a Legislative Task Force studying all of the problems of career

service to see what we should go to the Congress to ask for in order that our
career service can be the equal of any in the Federal Governments offer the
same benefits and, incidentally, the same obligations, I think all of you
should recognize that you cannot be on a one-way street as far as a career is
concerned, If you are to have retirement benefits, if the Agency is to loock
after you in sickness and health, you must also recognize that the Agency
expécts from you an obligation to serve, to stay with the Agency over a career,
and to give it the best possible out of your professional abllitles,

Then we have a Writing Tagk Force which is important from your point of
view, because I have so many comments like this: "I don't really know what
career service is," We have a group preparing a booklet which I hope will be

issued to you by the end of this year telling you exactly what career service
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That is, in essence, a very quick thumbnail sketch of a Very large

retirement, and so forth,

amount of work that = ovel-of—the—Ageney-is-doing,
We are trylng to make sure that it reflects, not the official views of the
Division Chiefs or the Assistant Directors, but the official views of every
individuel working for the Agency, .
If you have problems on career service which are not adequately covered
today, I urge you to submit them, preferably in writing, to your Career Service
Board, and it will surely forward them up to the CIA Board if there are questions
which it cannot answer,
In conclusion)there is just one word which I would like to say, The
objective of the CIA Career Service Program is extremely simple, It is to
make the Central Intelligence Agency not only the best place to work in the
Federal Govermment but also to make it the Agency that attracts the most
qualified and the best individuals for this type of work throughout our entire
country,
¥ ¥ K
Questiont Is thers any conflict between the function of your office and that
of Organization and Management.which is under DD/A? Do not the responsi-
bilities of O & M also include inspection of offices and activities?
Answer: Yes, that is quite true, But the delineation between the Office of
the Inspector General and that of Organization and Management is that 0 & M
is here baslcally to be of assistance to the'df}ices with respect to organi-’
zation and in the solving of their management problems, and the IG is here
more as an arbitrator--to take the burden off the Director and the Deputy
Director in working out jurisdictional disputes which cannot otherwise be

worked out,
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Question: How does the careed sedvice affect typists, secretaries, and semi-
professional people?

Answer: It affects them in the same way as it affects anybody else in the
Career Service Program, If they are here to make a career in the Agency and
indicate this, it will give them the benefit of a Job security which it will
not give to individuals who are here on a short period of time, Of course,
we obviouSly cannot interfere with matrimony or motherhood, which are two
of the largest causes of the ladies leaving us, but it is still quite
important from a security point of view as well as from a straight cost
point of view to keep our turnover down as much as possible, Consequently,
the Career Service Program will encompass the clerical and semi-professional
people just as thoroughly as it does professional people,

Question: Is the lack of a college education a hindrance to advencement within
CIA? 1Is the career program, for which meny of us were hired, going to work
to our advantage even if we do not have advanced degrees?

Answer: You will be judged in CIA strictly upon your abilities and your
qualifications regardless of whether you have a college degree or not, As
far as advanced degrees are concerned, if you are in CIA and doing a job,
your advancement will be based not upon the degrees that you hold but upon
the job that you are doing and upon your qualifications to advance to another
job, If there is any action to the contrary, as Inspector General, I would
be glad to examine the case,

Question: What about rotation between Offices in the Agency-in Washington and
rotation between overseas and Washington?

Answer: Rotation is one of our most serious problems today. Its a very diffi-
cult job, indeed, to preserve compartmentation, which is absolutely essential

in every intelligence agency; and also, simultaneocusly to encourage rotation
bé‘é&fé&%ﬁ%&e'&%&%%0%963‘}??&%99&99@9@%9&?1 214 is, I think,
WK
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simply a matter of more education because we have a system of rotation from
your office to & training site to another office and back to your own office,
which should broaden your career, I think it is mainly a matter of maturing
our career service, As far as overseas and Washington is concerned, that 1is
almost strictly within the one area of the DD/P, and I think that in itself
can be worked out with time, Today, I am very distressed by the fact that
some individuals come back and do what I think is a very &ne*¢§§;23 thing
which is forced upon them, and that i%shop for jobs.l I think we can stop
that in short order and when they come back, well before they come back,
they will know what thelr future assignment will be,

Question: Is there any tendency toward setting up a specific period of time
for work in an overt position within the Agency before applying for a
position on the clandestine side?

Apswer: Basically speaking, Cjt*d;s the opposite of whab-36 the normal way,

It is much preferable to move from the covert to the overt side, but there
is absolutely no reasson for not moving in the other direction provided thet
you go into a staff job where the fact that you were overt and may be
identified with CIA is not detrimental to your work on the covert side,

Question: Since CIA is putting emphasis on improving the calibre of its
employees, has any regulation been put into effect to enable CIA to dismiss
employees for incompetence or mediocrity?

Apswer: This does not require a regulation, basically, There is an established
system in the personnel procedures, an established method for eliminating
incompetent or mediocre employees That;is through the Persomnel Evaluation
Report and the Qualification %%gjig?{hﬁﬁis is something in which I am ?
extremely interested because, to be very honest about it, it has never worked

well in the past, It has never worked well because we are all human beings
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and we do not like to call a fellow in and say, "Well look, Joe, you haven't
been doing too well and we're giving you an unsatisfactory efficiency report,”
You probably know him and you probably know he has a wife and children and
when he gets that news, it is going to raise certain mental anguish, if
not greater than that, But basically speaking, that is the way it has to
work, If we are going to have a highly qﬁalified service with only the
best people in it, unhappily there will be those who get evaluation reports
indicating that they are not on a level with their fellow employees, Those
evaluation reports must be discussed with each individual before they are
accepted, The individual must be told what his weaknesses are and only then
can the procedures be implemented for his elimination or resignation from
the Agency,

Question: Do we have a retirement system tied in with present planning? Hes
anything been done about a twenty-year retirement law for CIA people?

Ansyer: The answer to both of those questions is "yes.,". We have, of course, an
existing retirement system, We are all under the Civil Service Retirement
System which actually is quite a liberal one, Aﬁkar as & twenty-year
retirement for service of a particular nature, that would have to be enacted
by legislation,

Question: Because of the economy wave, do you anticipate any RIF's--Reductions
in Force-~in our Agency? | |

Agggg;:‘ There will be none, as far as we know today, We obviously cannot
prediet the future actions of Congress, and we will have to be very careful
on expansion elther in our expenditures or in the use of persomnel, but as
far as RIF's are concerned, I certainly think that we will avoid them if
we possibly can,

Approved For Release 2002/0§ QWPSS 00{;&‘})‘0‘5'} 0001

GCUI‘



[Vt

. Exacuii emm
- WORK OF TmommFor Refease 2002/08955-" bt o
Mr. Lyman B. Kirkpatrick - 01'66AOMO0010C %’7&?&&2

EN
to addre;l;lﬁaa ’f&dﬁg

ther -bhe occupant vﬁars ‘horns or is the kindly ty"pe which Col. Baird refers

- "gndm}/\@d'w devote the bulk of my time to taking about a

M,
subject which is not only g very close to~fel., Baird's heart but also to mine -

a\d \ha\:’.ﬁ a career in the Central Intelligence Agency--a subject with which
« I am sure all of you are concerned.
low as to the Office of the Inspector General. Let's be quite frank
about it and say that in a good organization or in a small, compact organization
§ the necessity for an Inspector General doesn't exist, and I hope that some
day perhaps through some of my efforts we can achieve that result in this
A Agency. At the present time, having gone through a period of rapid growth,

a growth which, by the way, was not so much of our doing asfthe other ttgenc_ies

in Washington which wanted the CIA to do many things in many parts of the world,
some far beyond our capabilitics, this Agency grew very large in a very short
time. As many of you may realize we are now going through a period of stability
in which we are regrouping, reorganizing, stablizing)ﬁfxrsflf} getting our or-
ganization set down and developing ourselves professionally to the degree where
we will probably rank@in short order@with the best intelligence services in

the world.

Howiv we did grow too fast and part of the problems that come to the
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office of the Inspector General are as the result of too rapid growth. What

the IG'8 office does in CIA is very briefly this: It is my objective with a

very small staff toygt least once a year, perform,an inspection of every single

component of the Agency. In as much as this is the first year in which it has
————————————

been done, we will be much more thorough this year that we will. in later ysars.

In these ® inspections it will be our objective to see that the orgmniztion

which we are inspecting is operating within the jurisdiction of appropriate

directives, is doing the job competently, is well organized, has its personnel

well in hand, has good personnel management, handles the money the way it should, 9,»‘7

in other words, lS a sound part of the organlzatlon.
N e i !‘4 /f!.até

New—the Inspector General's reports, MMM@MMW
dﬂ’ant%myﬁ \nsF3ha¥ T report directly to the Director himself ,‘"")go to the

Director. However, it is my policy in reporting on a component to give the

head of that component, generally theLDeputy concerned, a ¢hance to read the
report before it goes to the Director, so that if he has any strong dissenting
opinion, as to the facts produced or the recommemdations made, the Director
will have the opportunity to review his comments simultaneously with my comments.
The second part of the IG'§ office is one perhaps of more importance to
you individuallly. Of course, as Col, Ba:er} says, we are open always to having
an organizational component come to us—hf—saj"&ﬁg they have a problem with
another part of the organizatiog and see what we can do to help out. DBut we
are oven always to amy individu;al in the organization who has any problems on
which he cannot gajJredress through the appropriate channels. Now, I would
like to stress that bﬁclus/ there are appropriate chamnels open to you whether
you have a personal problem or y‘.rgether you have an official problem. But if
you cannot solve your problems ,',;becon?;e“overly frustrated in trying to get it

done through official channels, if you seem to run into a stone wall and feel

uld be taken up, as the Director has
FP55-00166A000100010001 -2
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that there is a problem there which
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said, the doors of the Inspector General's office are open at all times, and it
is understood by all of the supervisors in this Agency that there will be no
redress;to anybody coming to the IG. I think that should be thoroughly under-
stood. I'm there to listen and in case I can't see you personally, I have two
able assistants who will be glad to see you, and we will be glad to do what
we can to assist you. In certain instances we may be able to but remember that
Freue rnxxzéﬂééurééfZé&”iﬁ Government is a great and complex organization and
we aren't always able to cut the red tape or the organizational roadblocks
which may be in your way.

I might add that it was with a lixtle bit of apprehension that I came to

speak today becuase in the Orientation C ich preceded this since I have

been IG, it has been reported to me that n questions have been addressed

to the Director he almost automatic "Well, I'11l refer that one to

why

the Inspector General," and inasmpch as he is f low1ng me 1mmediatelz/1 may

get some questions later in thi¥s period which arexgoing to stop the IG. X

NoW,/§E‘mugh/fgg\thg,lﬂ’ﬁbgg),let's talk about career eervice. The very

first question which I would like to answer isj "Why should CIA have a career

" service which in any differs from the rest of the Federal Govermment; why

should it diﬁfer from Civil Service; are we a privileged'group over and above
any others?y Well, the answer as far asfprivileged grouptis, of course,uno;u
but the a?swer as far as the Agency is concerned is a very stroné‘yes.“ And

‘ =
it is‘}%s Lecause we have perhaps the gravest responsibility‘zé:any group of
individuals in the Federal Joverrment. Some of the speakers preceding me
may have told you this but I would like to reiterate it. It isn't the Army
or the Navy or the Air Force with all due respect to the men in those services

who are the first line of defense; it's the intelligence service. And the

Army, the Navy and the Air Force will come into combat only if the intelligence
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ser;ice fails., If our information is not sufficdently good, if our coverage
of the world is not sufficiently accurate, if we fail to get those advance
indications of hostilities or of actions inbnigggia to this country, then

the military services will have to come inyx and pick up where we dropped the
ball. Consequently, the first answer as to why there should be a career
service is because we have a grave ad important responsibility to our nation;
And, second¥y, because we have authoritgxs and respongibilities given to us
by the Congress, by mandate to the Director of Central Intelligence, over and
beyond any other Govermment agency in the United States, and over and beyond
angt authority or responsibility ever given to any other Government agency in
Xixx the historxmof this country. f};ﬁ?’

m thei Iw)l;;actor: ”}ulmseli;, Xhw cannot fulfill these obligations
jffand responsiblities personally and must delegate it to practically each and every

f individual in the #gency. Consequently, with those responsibilities and ob-

ligations it is vital that we have the highest-calibre people in this Agency

that it is possible to have.

\3 And, %hirdi(, we should have a Career service because intelligence is
a profession and a profession which is not easily acquired, and we as a nation
have always been perhaps as far back as any powsr has been in the intelligence
profession, and only in recent years with the creation of the first Central
Intelligence Group and then with the creation of this Agency bw Federal 8tatute
have we started to catch up to the other greal powers, Aﬁilas your other
speakers, I am sure, have told you, we have a great distance to go to catch
up. We have made amazing strides in the years since World War II but we have
a large and sinister enemy in the Soviet Union, amnd, perhapéiﬁgzgt capable

enemy that this country has ever faced in the field of intelligence and intelli-

gence operationq,—aainister, ruthless, amoral, and with all of the assets
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and abilities Meawdy that we can put into the same field. Consequen’o]jy, the
intelligence officer who is brought into this Agency needs training, needs
experience, and needs a broadening which only time and stremuous efforts
can give.

And, finally, of the four major points as to why we need a carser service,
the fourth and last one is because it 1s extremely important that we encourage
everybody entering this Agency to plan to make it a lifetime career and pro-

fession for security reasons and for reasons of cost.

As IG, m switching rapidly to the other hat, I would like to say» you

to ber Athat the dollar you are spending as an employee of CIA

is yowown as a taxpayer and to use it with discretion whether you are writing
a cable, whether you are typing up a memorandum or whether you are engaging
in an pperation. B be uthe-mrey—m'b*s"beiﬁg ‘Sp’&ﬁﬁ -gomes-out-of

yonr pocket,too ,j'and consequently, when y’ou're wrltlng that cable s deci,’e

ether you ‘}Vﬁld like to pay for the cable out of your own pocketx |

becguse t}yf Government happens to be paying for it in 'ﬁhls instances
And: finally, its very important from a security point of viewx that we

have as small a turnover in personnel as we possible can. Regardless of what

the job of the individual is in an intelligence organization, he obviously

acquires a certain amount of information as to its work, its assets, its capa-

bilities, its competence, its Lmowledge; and the more people that enter this

Agency and leave it after a short ,spell, the more information thexe-is about

PP S W v pryy 3 o ok (G Gie

the work of this Agency imthis ﬁ‘bunﬁz‘jf “that é‘hould‘:r‘t be., I say that with

no implication or impuning of the motives of t he individuals who comeam®t and

are forced to leave the organization for personal reaso.ns or for professional

reasons, because we recognize that they are lgyal and able American citizens

or they wouldn't have gotten in in rst place‘_gégardless of how discreet
Approved For Release 22 RDP55-00166A000100010001-2
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an individual is, or how careful he may be or she may be in the years after
leaving the agency the security barrier is gonefl-we no longer have the daily
knowledge of security b7 seeing the guards on the doors, by having to lock

the papers at night. And, consequently, little by little the information about
the work of the Agency starts to get out.

So mﬁch for why we should have a career service. Now, I'm sure that all
of you have heard about career service and I'm also sure that many of you are
skeptical about what this Agency is doing about career service. So let me
give you a very quick historical ocutline and tell you"%.:"‘bog what's gojngi{oday.

The career service program as such started under Gen. Smith if%Sl. He
organized a CIA career service board to study the problem and come up with
raecommendations as to what should be done. That board has been composed of
Deputy Directorsy and Assistant Directors. They set up under themselves, eiBht
task forces on which individuals, through the level of Division Chiefs, were

represented to study all of the problems that were necessary in order to establish

a career service.

/f'fmms were rotation of jobs, transfer between different
components of the Agency. Others were liberalized retirement benefits , medical
benefits for dependents, tenure of office, job security, and so on down the

1 line--all of the important factors that you are interested in as a career

\
-:\Qm&emp 10ye e

Those task forces met on a weekly basis over a period of about a year and
covering
they came up with voluminous studies widwlxaffewk= each and every aspect which
affects your career. When the final report was submitted to General Smith,
he then established a 6IA Career Service Board which was composed of the Deputy

Directors, the Director of Training, thebDirector of Communications, and two

representatives from each of the Deputies areas on the Assistant Director level.
Approved For Release 2002/08/2_;2_ P55-00166A000100010001-2
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That board exists basically as constitutde to this day. €\..!..\!@NF\DEN—HA\“

. Then each of the components of the Agency, each of the offices, established
bhg‘ own Career Service Board, and I might just say without any reflection
upon any of these Boards, wof them have worked exceedingly well. I would
like to pay high tribute to the Career Service Board of the Communications

BT g

Office. Undoubtedly;.l;one of the best org&jﬁed and best operating in the Agency.
Others have worked less well. The motiv;%.ghzx{lgl; part of some for establishing
a Career service and working toward this end has not been as great as others.

I would just like to add parenthetically, I think the system as we have
it today is a little cumbersome.Ib jinvolves the work of too many high-level
officials over too great a timeg ew# I think that in the very near future we
will come with a plaﬁ for streamlining and simplifying it, an t_for'ge’oting to
what I think is the real basis for career service, akld &xat\s plan‘;:i:.’ng for
each of your careers over a peried from ten to fifteen years and talking over
with you the plan for your career and insuring that it is in accordance with
your desires and your aptitudes and then launching you forward on that career
so that you will know that today you are going to hold such and such a job,

then perhaps you will transfer to another office to broaden your basis of

knowledge and experience and then you will return to your own office, Qx‘l hen, W )

you will have a period of,/pﬁ pe‘rﬁ‘epe,/ six months of training with the Jx=
w ovd e
Training Office, and so on down the line over a period of years x\that you can

project your career ahead. I also @nvisage a board which will screen not
only applicants coming into the Agency but also individuals when they pass
through their probabionary period in the cafeer service and perhaps later
at a date when specialists and executives-type individuals will be put in
the proper patterns for their future 3‘1*1 I feel very strongly that each and
everyone of us has Xdifferent characteristic‘saﬁQ different® capabilities

Approved For Release ZOOZIOWRDPSS-OM 66A000100010001-2 -
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and o&vio\sly l)ﬁs kdifferent ty’pe'sof apDitude that should be developed for
the best interests of the Agency. I don't think a man E::ﬁ; is a great area
specialist or who is a great linguistic specialist or who is a good operator
should necessarily picture himself as being a top executive. He may not have
the qualities of 1eadershipiof executive management that are necessary.
. CONUA. ‘W‘)&

Now that's projecting t\éﬁ somewhat intb the future.

~-Tn view of the'“‘i‘écf t that my timé's running short, you can probably-eiieit
“g-Yot of information by questions. I'd just-simply like to tell you of some
of the things that are going on currently. Ip addition to the regular meetings

of all of these career service boards, we have under the very able leadership

25X1A

of | |of the Training Office, a%en's Enel which has been meeting

for some three months now studying the problems affecting women's careers in
this Agency and seeing what should be done to @nsure that women can make just
as much of a career and go just as far forward as men can in CIA.

We have a junior officers panel to study the problems peculiar to the
junior officers--grade levels of say five up to nine and to see what should
be done that the Agency isn't doing to ensure that they can make a better
career in the Agency than exists todaye.

We have a i'egislative Jggkﬁ;g studying all of the problems of career

to see what we should go to the Congress to ask for in order that our career

service can be the equal to any career service in the Federal Governmentw-—
offer the same beneffts and, incidentally, the same beExmfiks obligations.
Bec\us\ I th:‘u%;_ of you should recognize that you can't be on a one way
street as far as a career is concerned. If you are to have retirement bene-
fits ,;ithe Agency is to look after you in sickness and in health, you must
also recognize that the Agency expects from you an obligxgxtion to serve, to

stay with the Agency over a carecer and to giveit the best possible out of

I?-RDP55-001 66A000100010001-2
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Then we have a%.

ting jask force which is important from your point of
vievg’ﬁecause I have so még; iommen:c:d ‘ I don't really know what career
service is. Wﬁ've had a group preparing a booklet which I hope will be issued
to you by the end# of this year telling you exactly what the Career service

means to you, what youlbenefﬁs e, and exactly all of the details as to
A .
training, retirament and so emedewnrhe WNng.

\{\\‘Elat is, in essence, a very quick thumbnail sketch of a very large
W
amount of work that a large number of the top level of the Agency g doing
and that we're trying to make sure that it reflects, not the official views
of the Division Chiefs or the Assistant Directors, but it reflects the official
views of every individual working for the #gency. A mr i

If you have problems on career service which aren't adequatelyﬁ today, I

urge you to submit themspreferably in writing! to your career service board,

e

and they will surely forward them up to the CIA Board if kkex are questions
‘i;{uiﬂ;,

which they can't answer themselves. i

There is just one word in conclusion which I would like to mention. The
objective of the CIA career service km=mxd program is extremely simple., It's
to make the Central Intelligence Agency not only the best place to work in the

Federal Covernment but also the Agency that attracts the most qualified and

the best individuals for this type of work throughout our entire country.
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%u're démned you fard ed if ,yoﬂ nt.

Question: Is there any conflict between the function of your office and that of

Organization and Management which is under DD/A? Do not the responsibilities

of 0&M include inspection of offices and activities also?

Answer: Yes, that's quite true, they do. But the dileneation between the Office

of the Inspector General and that of Organization and Management is that Organi-
zation and Management is here basically to be Q.‘Frassistance to the offices in
the organization and in the solving of their problems, and the IG is }Qere more
as an @itra’cnr and an individual to take the burden off the Director and the
Deputy Director for working out jurisdictional disputes which can't otherwise
be worked out. In other words, management is exactly what its term is. Its

here to improve managemeat of the different conponents.

fuestion: You didn't have much time to touch on the subject of rotation. What

about rotation between offices in the Agency in Waskxmmr Washington and

rotation between overseas and Washington?

Answer: ﬁeﬂﬁxm‘b yquite frankly,\a'd.j\e:é\a,p\d éﬁ@?&{l‘e\myis one of the subjects

which perplexes me most and is one of our most serious problems today. Its

a very difficult job, indeed, to preserve compartmentation, which is absolutely

essential in every intelligence agency, and also, simulbaneously to encourage

rotation, because you get a certaln amount of resistance to rotation‘ﬂrem—ﬁﬂr-
thlnk, MOY'e

Rouers—thabdg g-bul Lts simply a matter ﬁésaﬁgétion because e have a syslem

of rotation from your office to a training site, to another office and back

to your own office which should broaden your careers, I think it's mainly a

matter of maturing our career service. As far as overseas and Washington,

that's almost strictly within the one area of the DD/P and I think that in

itself can be worked out with time. Today, I am very distressed by the fact

that sone3pFved REFRERBR L2624 83587 66AG00 76 oﬁ%%ous thine
Security In tion |



Approved For Rel®ase 12Hp85-00166A000100010001-2

B;‘

which is forced upon them, and that is shdp for jobs. I think we can stop
that in short order and when they come back, well before they come back, they
will know what their future assignment is to be.

fuestiont Is the lack of a college education a hindrance to advancement within
CIA, and is the career program for which many of us were hired going to work
to our advantage even if we do not have advanced degrees?

Answer: Within CIA I would say that the answer is you will be judged strictly
upon your abilities and your qualifications regardless of whether you have a
college degree or not. As far as advanced degrees are concerned, if you're
in CIA and doing a job your advancedent will be based not upon the degrees
that you hold bubt upon the job that you're doing and your qualifications 1o
advance to another job. If there is any action to contrary as IG, I'd be

N/

Question: Is there any tendeniy toward setting up a specific period of time for

glad to examine the case.

work in an overt position within the Agency before applying for a position on
the clandestine side?

Answer: Well, that's a very tough one to answer. Basically speaking it's the g
opposite of what is the normal way to be. | 1@1{%1}%#, Our British cousins
who I have talked to v argt \gefreg on their problems of a career ser-
vice a§<fI'm sort of happy to see theh\fhég have had a lot of the same problems
that we've had, even though they're a lot older and more established service.
But k= basically it's much preferable to move from the covert to the overt
side, but there's absolutely no reason for not moving in the other direction
provided that you go into a staff job where the fact that you were overt here
and may be identified with CIA is not detrimental to your work in that job.

natrieks Since CIA

Question:

is putting the emphasis on improving the calibre of its employees, has any

Approved For Release 2002/ -RDP55-00166A000100010001-2
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regulation been put into effect to enable CIA to dismlss employee

competence or mediocrity?

Answer: It doesn't need a regulation, basically. There's an established sptem and

if our supervisors read the procedures as laid down in all of the personnel
peocedures, there is an established method for eliminating incompetent or
mediocre employees. That is simply through the Personnel Evaluation Report

and the Qualification Report. This is something in whdth I am extremely
interested because, to be very honest about it, it has never worked very well

in the past. It has never worked well because we.fre all human beings, and being
mmans we don't like to call a fellow in and says Well look, Joe, you haven't
been do%ng too well and we're giving you an mmsakifimak wnsabisfactory efficiency
report.t You probably know him and you probably know he has a wife and children
and when he gets th:::;ﬁ:?gping to raise certain mental anguish if not greater
than that. But basically speaking, that's the way it has to work. If we'lre
going to have a highly qualified service with only the best people in it, un~
happily there will be those who get evaluation® reports indicating that they're
not on a level with their fellow employees. Those evaluation reports must be
discussed with each individual before they are accepted. The individual must

be told what his weaknesses are and only then can the procedures be implemented

for his elimination or resignation from the Agencye.

GQuestion: In the past we have seen new and high-ranking operations officers brought

aboard who have had no previous experience in intelligence, in language, area
or other such activities, fet they were set above career officers of known
-gbility. What is the career management doing about such tpolitical appointees?®
Tn view of the emphasis on a career service, how do you account for a large

turnover at the top of CIA officials who are brought in fron the outside?

Answer: Well, now, I think we are talking a little in the past on both of those

subjectsAp&ovtheFéﬁLR%kaéé%oz‘f@@‘%W‘é‘f&oY%A%ﬁ%gﬁ1 o5is
9
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scrutiny is given to any officlals brought in on a high level. They are

brought in, almost 168 percent, because they have had experience of some nature,
not necessarily in intelligence, it may be some area experience which qualifies
them for the position which they're brought in for. As far as the high turnover

on the top of Agency officials, I think you all recognize we have gone through

a period of growth, we've gone through a period of maturing and I think that

now we have stabilized and I certainly look forward to a long period in which

the top echelon of the Agency will be fairly stable. With the Director here :

to hear me say that.swggy he can indicate w?ether he agrees or not. (’"_IIS' ‘ﬂ\\ ?’ﬂ ‘t"(

AlA  owguiey W
Question: How does the career sekvice effect typists, secretaries, and seml-professional

peoples

Answer: It mxXX effectsthem in the same way as it effects anybody else in the career
service program. If they are here to make a career in the Agency, and indicate
that, it will give them the benefit of a job security which it will not give
to individuals who are here on a short period of time. Of course, we obviously
can't int%?;re with matrimony or motherhood, which are two of the largest causes
of the ladies leaving us, but it still is quite important from a security point
of view as well as from a straight cost point of view to keep our turnover down
as small as possible. Consequently, the career service program will encompass
the clerical and the stenographic, semi-professional individuals just as
thoroughly as it does the professional. ‘ .

ions Would yogjzh{e to comment, aP,- evyou concérnediﬁpéhgagge large persoigéi
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Quéstion: Becuase of the sconomy wave, do you anticipate any 2IF1 s—--Reductions
in Force—~in our Agency?

Answer: There will be none, as far as we know today. We obviously can't predic"o
the fubure actions of the Congress, but there will be no reduc&t:.ons in force
in the CIA. e-are-at a level, iﬁe will have to be very careful on ;hu; expansion
either in our expenditures or in the use of pe rsonnel, but as far as RIF's are
concerned, I certainly think that we will avoid them if we possibly can. As—

I say, onee again, we don't know the action of Congress; “the Director 'can&%sggak
_much bebker to this them I but I think it can be said that generally spesking
t~eir attitude . is-favoreble,

Queu.O[';;_g' IS it p

f’"'

ble tgs Srraneh, %"'thorou(fg; urk

ia sed, w ‘h‘yesticrat:gon

ing'?‘ j

present
Question: Do we have a retirmment system tied in Witg/planning and has anything

been done about a twenty-year retirement law for CIA people?

Answer: The answer to both of those gquestions i;‘Xes.” We have, of course, an
existing retirement system. We are all under the Civil Service Retirement
System which actually is quite a 1iberal one. As far as a twenty-year retirement

for service of a particular nature, that would have to be enacted by legisla-

T That' s a decision Wiitthewidd

:bthe }ime we have our plans in line as to what

ice; and whcfiler the moment wo

th%qtions may
dEblN l 1+ 1L
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Questiont: How long ~is,ﬁ;bh’é{wage freeze going to continue? P.S5. I'm also very
o ’
i
hungrys- '

kngwers We €ertainly don't-want any Oﬁ 6urf people going hungry. If there's a

itself is concerned,.I-een't answer as to how long 1t will contlnue, »

Questiont "Because. om pressure of t1ié, “Mr. Kirkpatrick, '11 »make : "
& g v’& Bf,\.! {'&L‘

last and’ We*':&l see”*“tfﬁ’"% you-gee -all’ ‘these-queskions Wha‘b weikneﬁée:?‘
' "
heard about the mtelllgence'system, so what weaknesses in intelllgence or-
]

ganization are of most concern to you at the present timel
Answer: Well, Sh“é.ne, I don't think 11; was fair ngldlng that till-last. bécause
that eaﬁld oegupy mﬁr%g, length of ‘blme AT d‘"Tﬂce -to-cover-it,. wery Priefiy.

in this-fashion. The weakneshses that exist in the intelligence organization

at the present time are mainly| those due to the rapidity of growth which I
3
mentioned in my ‘oalk‘ipx‘ﬁe fé}ct that we're now being able to settle down and
acquire maturity without haviné forced upon us so many Jjobs that we couldn't
possiblg do that were beyond ou.r capabilities. Most of the weaknesses stem
out of that. We have some orgéﬁizational weaknessesy \\h&{xk\ I think we're
: I
a little large wxkkmmk., I don't want to worry any of you about your jobs,
natural

because MNakkmmxk Akxx attr:.]bion takes care of most of that, but I think we
could be more compact. As Sar as our relations with the other intelligence

services, I simply reiterate.: what I am sure has been said to you, that they

are at the highest level they have ever been and they are constantly improving.

.y ALY
i 'v Tl s §
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I have“;o major reorganizations in mind, The only kind of ﬁ re-

6 November 1953

organization I contemplate 1s a general tightening up and, as time and
attrition take their toll, a slight reduction in numbers here in Washington,
I think our headquarters should be smaller and our work in the field expanded.
We have placed upon us from time to time new tasks and new responsibilities
which require additional personnel, In certain areas additional personnel
will be required in the field, This will demand of us here in headquarters
more efficlency, more performance, and possibly,.and this is a headquarters
problemy~more concentration on the main targets, the main responsibilities,
and the most important issues of the day,

What we are seeking in our Agency is quality, devotion and performance,
Intelligence can never become an assembly-line type of work, For its success
1t depends upon the character, ability and hard work of the individual, and
no type of organization and no machinery that we install can take the pléce
of that, In the last few months we have had some signal accomplishments, and
I have had occasion to be very, very proud of a considerable number of
individuals who have had an opportunity to show their ﬁettle and have come
through with success,

I have often mentioned my own experience dﬁring the war, I arrived in
Switzerland in November of 1642 just at the time the curtain came down, and
I had no chance to add substantially to my staff, Starting with a smsll
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group which was increased by local people whom I found on the spot, I built
up an organization.which had to concentrate only on certain essential opefations.
And I found that by and large during the first two yearsvwhen I was unabie to
bulld up a large organization, I was able to do more effective work than when
the curtain was raised and I had qulite a2 flood of people,

I am setting aside an afternoon each week to get around the Agency and to
meet with you and talk with you and learn of your own problems and see how
the work is being done, I hope tc visit all of you in your various lines of
work so that before twelve months are Me I will have W;'{:omplete
personal on-the-spot survey, I may not thereby have the answers to all the
problems, but I will have a better knowledge of your problems and difficulties,
a better knowledge of the Agency, and a.better knowledge of you personally,

CIA remains somewhat in the spotlight. I wpuld like to see us stay
out of the papers as much as possible, We will probably never stay completely
out; but we have to be, to some extent, an anonymous agency. It is the most
difficult thing in the world, I think, for a human being to do interesting
work, to achieve interesting and significant results and not be able fo tell
them to the world, and sometimes not even to Jﬁéas own family or friends, And
I realize the problem; I have it myself, You will all have it to some extenty
but if we are going to succeed, we will have to resist the temptation to talk
about what we are doing,

Our relations with other parts of the Government are steadily improving,

cyéﬂ/the intelligence communityyState, Army, Navy, Air, the Joint Chiefs, Atomic.

[N

U

T MmfﬁsEnergy Committes, the FBSQ$§<S§&§ al%zggiking together as a team as we never
have worked before, There ié‘room for improvement but our present relations
are quite satisfactory,

Every Thursday morning when the National Security Council meets, I, or

'{ ——>~1in my absenceg General Cabell, have the opportunity to brief the National
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Security Council on the important intelligence develo;nnentg of the week,
This is becoming fixed as a }overnmental procedure and it gives us an opportunity
at the very higheét level to present quickly to the leaders in Government,

including the President, a sketch of the situation from the intelligence angle,

o,

I consider these briefings a trust to exercise on behalf not onlyVof CIA,

e s e

but also of the entire intelligence community,
In intelligence today, we face the most difficult task that any intelli-
gence comxmmity has ever faced, The Iron Curtain is a reality and a resl

problem 1n 80 gs “the procurement of intelligence is concerned, To meet

that problem will require more ingenuity and more skill than intelligence
agencies have shown in the past, Yet, if we do not meet it, we will not have
fulfilled the vital mission we have, We are having a measure of success, ThaV
measure of success must be greatly increased in the weeks and months ahead,
This is a very real challenge, It is because of the nature of. &' challenge
that we imz.st concentrate on building, on a career basis, individuel skills
and techniques backed by the greatest improvements available in technical,
mechanical and seientific aids, I/—ggggtly gratified recently to see in our
_Technical-Servicfii;;aff thatﬁon the technicalemechanical sfu:’ieg ve are pre-
pafing)for youﬁ who will be the operators in that field, the most modern
techniques to meet the modern problems of intelligence,

Since I place much emphasis, in facty; the top emphasis, upon individual
capabilities, I realize that the training programs that Matt Beid and his
associates have set up here are a vital and essential part of our work, 1
had to learn my intelligence background by the case method, and I sometimes
wish I could go through the training that you are having,

From this you will realize how much stress I pﬁt on protecting you in

your jobs and in the opportunities which open to you a future of absorbing
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interests and of vital importance to the natiom, I want you to know that

that is my chief concern and I won't let you down.

Question: What 1nf1uenceﬂ30 ydﬁ, as girector of Central Intelligence, have
in formulating U, S. policy?

Answer: Policy should be based upon facts. It is our responsibility, in
coordination with the other intelligence agencies of the Government, to
lay before the National Security Couneil the facts of given situations,

If policy makers propose to base their policy.on facts they ought to listen
to us and, in general, they do; but I have no absolute control, I cannot
force them to take our estimate of a situation as the basis for their
policies, I can say generally that a very greet respect is shown to the
reports and estimates which we present,

Qﬁestién: Do you believe that Congress will set up a special committee for
Intelligence Agencies or for CIA matters?

Answer: Senator Mansfield has introduced a resolution for a Committee on
Intelligencé that is comparable to the Joint Commiﬁtee on Atomic Energy of
the House and the Senate, There is no clear—cuﬁ decision as yet, It may
be considered, to some extent, at the present sesslon of the Congress, At
the moment it seems to me that exlsting mechinery is adequate to bring before
the appropriate committeee of Congress fhe essential facts of what we are
doing. If the Congress feels that more is needed, naturally we ought to
cooperate in giving it the information that it requires within the bounds
of the security which is essential for our operations,

Question: As the Director of Central Intelligence, are you ever consulted

on the budgets of the departmental intelligence agencies?

Answer: You can realize that this is rather a difficult and delicate problem

for I do not desire to be placed in the position of censor of the expendi-

tApprowd &dreﬁtemzaezmnaugpwmpsmmmﬂnmaﬂ to provide a

T
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measure of coordination in the intelligence field, to endeavor to prevent
duplication by the various agencies, and to try to see that the area is
adequately covered by the agency most competent to cover it. I doubt, however,
whether I should go into the question of whether the amount of money spent by
other agencies in carrying out their Intelligence mission should be left at

my doorstep,

Question: What is your view regarding the administrative separation of the

overt side of the Agency from the covert slde in the interests of security
and efficiency?

Answer: I think the present administrative arrangement is functioning quite
well, We have the overt administration and then we have an Administrative
Officer on the covert side, who protects the security of the covert side
and meintains necessary liaison with the overt administration, Nothing is
perfect in as complicated an organization as we have, but I think this
arrangement is pretty satisfactory,

Question: In the past,new and high-ranking operations officers, who have
had no previous interest or experience in language, area, or intelligence,
have been brought abeard and have been set above career officers of known
ability, What is the career management doing about these "political

appointees?"

Answer: Since I have been associated with this Agency, and that means even

before I became Director, nobody, as far as I know, has been appointed to
the Agency for political reasons or under political pressure., If there
havs been %’y’:’ I don't know the persong and I doubt whether the assertion
can be documented, I wish the person that asked this question weould kindly
give the Inspector General, it can be done anonymously, the names of those

persons; the Inspector General and I will handle that situation entirely

a PqprpvestiF or Ralese 200 HABEA? tESABRE 5601660050 009790013t I doubt
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the assertion, I don't belleve it!s true,

Question: May we be so optimistic as to look forward to a new bullding in

about three years?

_Answer: I hope so., We become involved in the problem of dispersal when we
consider a new building, Too wide disperseal would seriously affect our
efficiency because of the close relationship we have to the Pentagon, the
State Department, and W other organizations of government., And, there-

fore, it would be, I think, rather difficult for us to accept a dispersal
that would take us far away from Washington, We are working very hard on
the question of a bullding, It is at the present time under consideration

by the Bureau of the Budget,

; EJA-RDP55-001 66A000100010001-2
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Matt Bairc}, Lyman and ladles and'ge tmenx.
of

As I leoked over rgy not.es last ng,@t 2K my prev:.ogs’ appearances befora*

3..

o

e
A

this, I ﬁfan t say th:l.s group, but gvéroups like this {p found that this ng

],.

my ’c,e;ifth consecuj::.ve appearagp‘é I didn't real}f realize I'd been lgere as
as ’ohat—-“;bhe time halsf; gone so rapldly. f‘.[ think I'm always gﬁclmed to

@"
eel as I f;:ome here aj these periodic mpérvals that T am MOTEH or le ss makmg
’g &

a repor’g to the s e audience. I don f{! fully realize that fﬁaCh time we have

a ro‘c.a’“clon and Hew faces and new pz‘ople, but all with tlgﬁ same purposes ‘and
& j g

al}, Worklngﬁ{ the same end. .~ i
I {;%’

I w%ﬁ' interested to com,é’ in and to hear some ?ﬁ“ the questions and I want

to getgback one of the qtgfstions, I think, that j‘as very adequaé;,ely answered
but A want to add a llﬁtle to it. This is reafly a half—hour :Ln which you
talk to me rather U{a/n a half-hour in which I make ang address.

%G\ Al [¢§U'\ T Ay 2T, s F T
Theré are Jqu one or two things that I want to say.] I have no major

- " e .
reorganizations in mind. I -think Mr. Kirkpatrick has. mentioned that. The
only kind of a reorganization is a generdl tightening up Jo whig;ber. Kirk}fiatricflf:'
l,/réfari?e’*d with, I hope, as time and attrition takes it toll, a slight reduction

in numbers){——&/‘ossibly, a slight reduction particularly here in Washington.

I thlnk our headquarters should be smaller and our work in the field expanded.

We have placed upon us from time to time ;,/}l}"‘boo rxanj,d],y a new task, new
k.
respons1bllit1es and ‘gh;fb requ.u'eﬁ personnel. In certain areas itk going to

%t FXT AT {
rfiiulre added personnel in the fieldx. And that will I‘}q\fﬁ.];’ﬁé of us here in
headquarters more efflclendty, more performance, and possiblyg, fl/ t.hyﬁkg‘-and

this is a headquarters mroblemg~more concentration on the main btargets, the .

\\] 1
main responsibilities and the most impor tant issues of the day. )Etelllgenc

aﬁd” out- other related activitips can never become an assembly-line type of work. ...

. 3
d h t and hard k of t p

For its Sgsesid bolRERIL YO0 .S B EEPsE S s8Ac00 1000100053 O o ¥

individual; and no type of organlm.ip machinery that we Ml install can {”3;..
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taice the place of that. We have had exam les of that recently in our work.
We have had in the last few months some signal successes /and I have had occasion
to be very, very proudbof a very considerable number of our personnel who have
had an opportunity to show their mettle and have come through with success.

Ith’ir;!% 1 have mentioned before, in the other meetings, my own experience
during the war where I was in Switzerland érriving yﬁ)ﬁwy€z§élgdd in November
of 1942 just at the time when the I&é}q\%urtain came down around Switzerland,
and I had no chance of adding substantially to my staff. Starting in with a
small group which was increased by local accretion of people whom I had found
on the spot, we built up an organization which had to concentrate only on
certain essential operations and discard Vf}é other operations. And I found
that by and large during the first almost two years when I was in Switzerland
without the ability of building up a large organization I was able to do more
effective work than when the I{gq Curtaln was raised and I had quite e flood
of people who' thgught that Svmtzerland Was ’ohe place to e;;arclse the esoter:tc
what~ 'bhey mlstakenly %hought was the cloak and dag( T s:Lde of the wor&.

Now I know wha’o x say mey seem inappropriate 'bg some Qi' you, many of you,
ha,vé been W:Lth }x§ quits a long while 3 some of y@u cogﬁ_ng onin the been- here

— e X ﬁgfmg .

with us oqyy a sl';orter tine but thﬁt only ;afeans that ‘.ﬁda’c we are seeklng/\ is ™ ()'
quality, devotion and performance ,and when we can get that,we will find the
pl;;c;i ;or g fu ;t%} s&ovir those gualities. o

"T hope nyself now to be able to geb around in the Agency and to meet
with you and = talk with you and get to learn of your own problems and see

fov T perpos €
how the work is being done. nI'm setting aside an af‘oernoon each weekg I've .
Cond npe P / rechor g

done that now for the past two weeks and I'm going to ghrry W fotward of
visiting all of you mm in your various lines of work so that I hope that

before twelve months are gome I will have completed a complete personal on-

the-spot Appreyed FbriRaldase2003/w8122Y irekOPYEh fE¥KodE foseabE 2" e

SEBRET
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problems, but I will have a better jJhowledge of your personal problems and

difficultiies, a better knowledge of the Agency, a better knowledge of you
it

personallys
At Bywn
“% Ths somewhat in the spotlight in government, fortunately not

quite as much as when I appeared before this comparable group last August.

T would like to see us get more and more out of the papers. We'll probably
never achieve that, and I gﬁﬁ?6n%}gf’have g;;gé;;g more personal noteriety
and publicity than I would have liked. We have to be, to some extent, an
anonymous agency. It's the most difficult thing in the world, I think, for

a human being to work on interesting things, maybe to achieve and often to
achieve interesting and significant results and not be able to tell them to
the world,and sometimes not even to onds own family or friends. And I realize
the problem, I have it myself‘)ﬁn1will all have it to some extent; but if
we're going to succeed, we have to resist the temptation to talk.about what

wﬁ’ﬁe@‘fdfjégt’éfﬂm. f'?)/{ ts}t'-“*“*"“v{‘-«s«?J

< WE Tr. KitRpatrick said,as I came in, our ralations with the oth
ir. ) s other parts

of the Government are steadily improving. In the case of the service arencies
we have, as you know, the weekly meetings with the mgmbersof the Intelligence
Advisory Bommittee that you've heard about in th:a;i;;; part of this maxkx
brief course. To that instrumentality and to the personal r elationships, the
intellicence community, State, Army, Navy, Air, the Joint Chiefs, Atomic Energy
Commi.ttee, the FBI, we're working together as a team as we never have worked
before in this Government. There's room for improvement and improvemént will

come, bRt that is-sgatisfactory.
N c.\%;%é o | K

70ur relationgdhip with other parts of Government are satisfactory. Every

Thursday morning when the National Security Council meets, I have the oppor-

tunity, or in my xksiomws absence‘Gen. Cabell, to brief the National Security

Council %? the ortant intellirence developments of the week. That is
pproved For Release 2002/08/22 : CIA-RDP55-00166A000100010001-2
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becoming now f:.xed/I/‘chy(k/ as a procedure in Government which gives us an
opportunity at the very highest level to present quickly to the leaders in
Government, including the President, a sketch of the situation from the
intelif}.gence angle. I consider that a trust to exercise on behalf, not only

]

of CIA, bu’o on beha-];é f the entire intelligence community.
—T4he Carvenl" .ﬁ; "

1L NOw--a moment oa**‘tb.e Qresent world.situation. In the intelligence f:i.elcla Mdaﬁ;

we face the most difficult task that any intelligence community has faced.

The Iron Curtain is a reality ir}éc}far as the procurement of intelligence is
concerned. To meet that problem will require more ingenuilty, more skill than
intelligence agencies have shown in the past, and yet if we do not do that

we will not have fulfilled the vital mission that we have. We are having a
nEINsRE®E measure of success “hat measure of success must be greatly increased
in the weeks and months that lie ahead of us. It presents a very real challenge,
and it is because of the nature of that challenge that we must concentrate on
building on a career basis 9( individual skills and techniqueé backed by the
greatest improvements that one can have in technical, mechanical and scientific
aidsi”)

Yesterday I spent the afterncon looking over our TSS shop and I was greatly
gratified to see there that on the technical-mechanical side ,#[}a% we are pre-
paring for you, who will be the operators in that field, the most modern tech-
n_jig}ﬁei et:;; meio&"g}éi 4Er;l:}lems---the modern problems--of intelligence.

"Fro# what you have heard and what I have mkmd said, you will realize
how much emphasis, in fact, the top emphasis that I place upon individual
capabilities and how clearly I realize that the training programs that Matt
Baird and his associates have set up here € a vital and essential part to
our work. I sometimes wish I could go back and go through the training that
you are having. I had to learn my intellggence background by the case method. "

C/:(gwsnﬁ L B \?ﬂ;f"'l’

’J"’ t
y And, fronm t u will lize h h st Fet—lrrepme—
Grom bids v Ll o800 a5y a0 NP BE 0 Taa A6 5010501000172
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INFORMATION

ﬂgg protecting you in your jobs and in the opportunities which open
to yoN future of obsorbing interests and of vital importance to the
nation. I want you to know that that is my chief concern and I won't let

%
you dowmn.

W:?gu verig*‘%ggh‘
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@uM AL ——ay
Question: 4s Director of Central Intelligence, are you ever consulted on the
organizational plans and budgets of the departmental intelligence agencies?
Answers ' ’J,‘he persop/ that -asked that question mist have a very good gource OF

}, 4 . ey S YE s s [T 0 )‘k‘vz\ i h LAY
:m‘bel],;.genc,e, Z&use nyt ver}r problem &Was one that. was dlscussedz for an

hour yesterda;z repfesentatlves cd/ the ﬁureau of the Budget who éameover

ses me. You can realize that ﬁ is rather a difficult and delicate problem
g;l don't desire to be placed in a position of being a censor of the expenditures
of other agencies of the Covernment in the field of intelligence, although it is
my duty under the law to provide a measure of coordination in the in’c.elligencé
field and to endeavor to prevent a duplication by various agencies in that field
and to try to see that the area is adequately covered by the agency most com®
petent to cover it. I doubt, however, whether I should go into the question
as to whether the amount of meney that other agencies spend in carrying out that
mission should be left at my doorstep.

A Questlon-ll (}_I_e;‘z‘;alﬁ‘“o“ﬁe guestion yg&”always k111, very, .very defiriitely.) You spoke
“ﬁ “5" about briefing the National Security Council, Mr. Director, what influence do
d“l““ you have as Director in formulating U. S. policy?

{’35}!5 Adswer: Policy should be based upon facts. It is our responsibility to lay before
the National Security Council in coordination with the other intellipencex mf
agencies of governmentthe facts of given situa‘oions_.}fﬁolicy makers ropose to
base their policy on facts they ought to ldsten to us and in general they do
but I have no absolute controhg I cannot always force them to take our estimate

25X1A of a situation as the basis for their policies, but T can say that in general

a very great respect is shown to the reports and estimates which we prepare

yéf‘Wnéraﬂly in coordination with the representatives of the other services.

By iy-.saying-that you kill it,.do-you specify definitely that

It tell -
we_don'tapgks\BaleVReNESE 2085/08123" &Eﬁﬁﬁ%g’n&%é&ob“ﬁﬁigo s

SECRET
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them what to do QI"':‘S&Y\

(Dulles: Are you answerlng the -questlon)

No, I'm Just as’klng you, su‘)

Answer‘ Our main tas 1s to give the facts, bn'b i:kﬂck I dgn't think that it's

6

: breaklng anyytonfldence > b‘d’.‘t one da;y' at the Nat;wnal Securlty Cou.noll I
made a b;z' efing of a 61tuatlog—-1t was a faifrly cr:Lt:Lcal one——and the ‘
Pre fc{ent ’ourned 4o me and sa:Ld » mlic Mell, what vmuld you do?! ”Jell s

/éld I thought the others around tche table would have more 1d§,as Qon that}.

bub occaélonally ‘one steps ou:b of one's character. One d@ésn t restﬁr‘lct

,f.‘” <

¥ Ny
"*} Qu thI’l‘ Do you believe, Mr, Director, that Congress will met up a special
(/0““ committee for Intelligence Agencies or for CIA matters?

Answer- At ghe preuent t;ure CIA matters come before these commltt,ess of the
‘f R f Jir ra

Cong‘i’ess-' “Fhe »Armed Semces Conuaﬁtqes of £feNgenate ,@a?’i'd H?}‘uge
o 4& ‘f“ '\\_ 7 L 2
Appreprnp,a‘ﬁlon Co tees of ;thaSenate,-’énd ‘the HowSel 2,
P f ”
freﬁﬁent mg@;ﬁvs w:Lth sal;ected n;zﬁ'bers o jﬂo%e,pomn
w:q..th the A‘pproprq,aﬂblons Conmgﬁrtee in cg? gction T our bugg&% The Conrf
T nd W s
of cafmse , will bave 30 /deCJ_de wheher it wises to set - otnpr an& Aurther

ﬁachlnery %‘& deal wy/ olir wo

That matter may come UDg Senator liansfield

has introduced a resolution for a Committee on Intelligence that 1s comparable
to the Kjumke Joint Conmittee on Atomic Enerwgy of the House and the Senate.

There is no clear-—cut decision as yet. It may be considered, to some extent,

at the present session of the Congress. I would say at kb the moment it seems
to me the existing machinery is adequate to bring before the appropriate
committees of Congress the essential facts of what we are doing. If the Congress

feels that more is needed, naturally we ought to cooperate in giving them the

infornahppRovedFSNREIGEY H00 2K ﬁ&s&%@%&&&&&ﬁ% ToSgaig ™ e
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is essential for our operationsg W I have never found any members of
Congress who wanted to pry beyond that. They ré“'per;qigfp}zw wiliing to sccepd
_geners] statements-of our activities withtut eying-into the details.ef. .,
_our..eperations.
Questiont W@Wm&iﬁ?ﬁ?;"Sr"’é”ﬁ“’&'iﬁﬁ*‘t v‘\min -aboul. the.
\8 h){ Ws. & \M have some questions here aboul mey-we-be- so Ms’olc

. 1 ‘;as to look forward to a new building in about three years?

{3’)\1‘ rt+ I hope so. We're working on that very hard. We come up in that situation
against this problem of dispersal. Phmrexkamxkeer L believe I am correct in
stating there have been no large govermment office buildings erected in Wash-
ington in the last few years—-not since this problem has arisen--with regard
to the possible dispersion of government buildings in connection with the
atomic menace. So we have one or two questions of principle such as that to-
determine. I wouldn't want to get dispersed too far ;&ﬁ; I feel that that
would seriously affect our efficiency because of the close relationship we
have to the Pentagon, the State Department and to other organizations of
Government. And, therefore, it would be, I think, rather difficult for us to
accept a dispersal that would take us far away from Washington,i(&}% are
working very hard on the question of a building and we have it up at the
present time at the Bureau of the Budget.

Grmgﬁ:stion: What are your views, Mr. Dulles, regarding the separation both adminis-

C\P‘ ratively and physically of the overt side of the Agency from the clandestine

DV\&“") ide in the interests of security and efficiency?

Answer: Well, I think the present set-up on the administrative side is functioning
quite well., We have the overt administration and then we have on the covert

side an Administrative Officer who protects the security of the covert side

that maintains the hecessary liaison with the overt administration. I think

Approved For Release ZOOZIOSIWIETDPSS-OM 66A000100010001-2
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that's working reasonably satisf ctorily. Nothing is perfect in as complicated

an organization as we have but I think it's pretty satisfactory.

Questions  Taking you on the world scene for the moment, dg you think that the abandon-

to read over’"ﬂ%e weekend.
E

“\ggrv efficient petzple in 0OCI have}i\% me, and which 1 T in the press don't

T
seen"t.o encourage 'bhe mdea that there h§3 been any very subst%hj;,lal peace move

vt of the Sov:Le’c.s.

T peace ?st Ie on the g
\ uesthls will be 'bhé\l as tiuebtlon, sir.
o

if T could get hold of it.)

KﬂKQues son: In the past we have seen new and high-ranking operations officers brought

aboard who have had no previous interests or experience in language or in area

v Q‘P" or intelligence, yet they're set above career officers of kmown ability. What

Vel ", -
1s the career management doing about these "political appointees?® The question
Coup ed e, '
w1th « In view of the emphasis on a careser gervice, how do you account

for the large turnover of top CIA officials who are brought in from the outside?

Answer: Taking the first question, since I have been associated with the Agency, and

that means even before I was Birector, as far as I know, nobody has been appointed

to this Agency for political reasons or under political pressure. If there

ubt whether the person that
55 00&66A000100010001 -2
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wrote this question could document any such assertion., Vi

Questggﬁz In #he pastmt hat;figsﬁﬁner 1113 f;y-'énking ope Al “.'bjcigﬁﬁf“
/bro #ht abopsd whd hayehag-fio prevj s edperiencegiar’language, aref, or

Y » > A ¢

w - <

IntellATence «+ « .

W Now,. I wish the person that wrote that would kindly give the Inspector
Ceneral, you can do it entirely anonymously, he or she, but I would like very
mich to have those names presented on a sheet of mapksx paper to the Inspector
General and the Inspector Jeneral and I will handle thaf, situation entirely
alone and maybe I'1l make a report on that the next time I'm here. But I

25X1A  doubt whether that assertion could be implemented. I don't believe it's true.

1T > Speaking for everyone here. thank vou . exi-meeh

Approved For Release 2002/08/25 - wPSS-O(ﬁGGAOOM 00010001-2
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SUBJECT: BRemarks of Charles P, Cabell

1. The Deputy Director of Central Intelligence, Charles P,
Cabell, spoke to Agency personnel at the Eleventh Agency Orienta-
{ion Course om 4 August 1953,

2, It 1s believed that Genersl Cabell's remarks and his
answers to questions will be of general interest throughout the
Agency and are attached hereto for the information and guidance
ef all concermed,

3. It is requested that this document be glven as wide circu-
Jation among Agency versonnel as 1s consistent with its classificationm,

MATTHEW BAIRD
‘;/Director of Training

Attachments 1
Distribution AB

JIOBHNO., O% N S ~—

IN Crass( K’?" ;—_‘;'é,:?;‘ zr&” 0 A0 CHANGE

NEXT REY DX EY AT RN T e A 3T

NO, » SADON DETE__ORG COMT /oI ORG erase 29X
REV CLA VCOORD. .. ___AUTH: HR 709 LAss. S

Approved For Release 2002/08/2p : CIA-RDPSS-WWﬁﬁmLZ

S-E-CfR-E-T



Bl i 3-4
pproved For Relea L e W - 12+~
A d For Releagg BR55-00166A000100010001- 2= _

CENTRAL INTELLIGENCE AGERCY
CFFICE OF TRAIRING

TRAINING BULLETIN
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8 October 1953

SURJFCT: Remarks of Allen W, Dulles

1. The Director of Central Intelligence, Allen W, Dulles,
gnoke to Agency personmel at the Fleventh Agency Orlentation
Course on 7 August 1953,

2, It is believed that Mr, Dulles' remarks and his answers to
cuestions will be of general interest throughout the Agency and are
attached hereto for the information and guldance of all concerned,

3, It is requested that this document be given as wide clrou~
1ntlon among dzency personnel as 1s consistent with its classifieatlon,

/MATTHEW BAIRD
Director of Training
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leventh Agency Orientation Course 7 Auguat 1953

-

DCI's MESSAGE

There's one advantage of being Director over being Deputy Director,
When I was Deputy Director I was supposed to come here and meke a long
speech, I still have to make a speech but it can be shorter and I can
come to get your questions and your ideas and be as helpful as I can in
answering them, I have gained a good deal from %ﬂé‘s’é’ questions in the
past, and I'11 do my best to answer any that you have today. As you know,
we =30 have in the Agency 'bhe Office of Inspector General with one of
our ablest career men in that job, Before I came dwwm. here today I asked
him if he had any objection to my advertising his office a bit, and he

\vn% Y
said, " :’Eb‘ door is open theme at any time to e.nyﬁVM e and

I work”very closely(together) and any especially difficult problems that

you put wb to him will always come to my attention,

SPL7I_ORG CLASS_S.

We have been a bit in the spotlight recently--for my money, far too

much, In our form of government, given the character of the American

A

people, it is probably essential, probably inevitable, that we should have
&
more spotlight than a secret intelligence agencyd;ﬁl\i-d have, It is right,

in a way, and certainly understandable, that there should be inquiries,

E__ ORG COMP_//L_

that people should want to know something about what we are doing. Itve

slways felt it was very wise that the authors of the law setting up this
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Agency provided us with an umbrella of overt activitles under which we

:
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could cover the more secret operations, I hope the fact that I've had a
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5 ?E 1ittle bit too much spotlight, will not lead others to seek it ferI-donit—
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we can do our work better im—thet-wayr— w&hw‘i" &
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Anagﬁeiéefgggfcertain problems these days, There is.as you all

D
know, and rightly, a strong trend toward economy, Economy in Government

means economy in money; it means economy in persomnel, It means, in
effect, that we will have to do a better job, probably with less money and
with fewer people--and this feek means that all of us from the top down
will have to be more highly trained, From now on we will have to put
added emphasis on training, because it may be that in many parts of our
Agency one man or one woman will have to do the work of two, I don't really
regret this, Over these difficult weeks when our budget has been under
consideratio%ﬁg we have had,ganeusisasq full and fair consideration by
the members of Congress concerned, They have a pretty hard time of it
because thergjs no Agency of Government for which it is more difficult
to make appropriations, and where it is more difficult for those who are
attempting to prunéféaﬁudget to know where they can rightfully prune. <&
badicdng=with-fthe members of the committee jeubivey expressed that difficulty
-sad they left it very largely to ue)within the limits they prescribedjto
do our own pruning--to select the wheat from the chaff--to try to do the
things which are most essential and do them most efficiently,

We have for this coming year a budget within which we can operate and,
I believe, operate effectively, We have, in effect, certain personnel
cellings which are not going to be easy to keep, but I am confident that
wlthin those ceilings we can do our work,

I remember an experience I had with personnel ceilings when I was
assigned to Switzerland in the days of the 0SS in November of 1942, I
arrived in Switzerland as the last American to enter legally before the

curtain came down at the time of the landing in North Africa and the
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occupation of the southern part of France, Sed imposed a celling on my

staff %ﬂﬁ%:nothing could be done aboutisgince no one could legally get
into Switzerland from that time on and work with me officially,

Well, I was able to search around in other government departments,
and by finding Americans in Switzerland, 1t was possible to put together
a small, a very small establishment. But for gbout a year and a half I
had to work without any reinforcements, That %ggzggu%pon me a great
measure of selectivity, and very fortunately in a way, for I could not write
long dispetches ﬁgégﬁie everything had to be enciphered and sent through
the air, I had to restrain any tendencies toward verbosity, TQe selectivity
forced upon me resulted in my doing far better work during tho;§;ponthsin

- than I did after the frontier opened up, Qeczﬁggjof the
noo« e

which Switzerland had as a center from which so-called

glamorous operations could be carried out, a flood of people deseended upon
me, whereupon I becams an administrator rather than an intelligence officer,
And I hope that throughout the Agency, while we need administfators and
must have them, we'll be able to cut down the number of administrators
and really build up}#Lnumber of top intelligence officers--men and women--
on our staff, We can only do it through training, through building up a
Career Service,

The longer I'm in this work the more convineced I am that it is a
highly personalized affair, It's not the amount of money we have; it's not
the number of projects we have; it is the skill and the devotion of the

individual, I consider it my duty to protect and defend the assets that
[ 4

have been already put together;wthe recpgenisetienswand maghificent work
a
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General "Beedle" Smith did in getting this Agency along the way, the
work of his predecessors, the work done by predecessor organizations, and
the work Matt Baird is doing in training the new arrivals, All this has
meant that we have gathered together in this Agency men and women of
whom I am sincerely proud, and I want you to know that in the performance
of your duty you can always look to me to stand up for you and back you

when you're in the right,

Question 1, How do you evaluate our present intelligence output, Are you
satisfled with it?

Answer: I don't think in intelligence one should ever be satisfied, If
we are, we are lying down on the job, I am highly satisfied with the
manner in thch the subjects are presented to me and the briefings that
are given to me within the limits of the intelligence that we have,

We don't ugh intelligenc%')on the major targets, I

might just deseribe a little of our work with the NSC, which is the

highest policy-making body in govermment within the field of national
security and foreign problems, It meets, you know, on Thursday

morning, under the chairmanship of the President, with the Vice Presi-
dent, the Secretary of State, the Secretary of Defense, the Secretary

of the Treasury, the Director of the Foreign Operations Administrationm,
and the Director of the Office of Defense Mobilization as regular members,
Then on specific topics of interest éz:?ther departmentg of government,
the head of that particular agency meets with the Council.zﬁhe Chairmen

of the Joint Chiefs of S'l',affX and the Director of Central Intelligence

GONFIDENTIAL
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serviyy as advisQ?s on matters of military policy and intelligence,
respectively, The usual procedure is for the Director of Central
Intelligence, or.ﬂﬁi Deputy in my absence, to brief the Couneil on

the intelligence background of matters that are coming before the
Council of:;; the agenda for the éouncil.cf’that day; and, in addition,
to raise any urgent matters wher; an inteliigence briefing is deemed
necessary, If there is nothing that has transpired dq;ing that
particular week which seems to me urgent m&;‘é—% to the
attention of the Council,.I generally restrict the inteliigence brief-
ing to the particular subjects before the Council, occupying ten to
fifteen minutes generally--sometimes, with a very intricate topie,

up to half an hour, Subject to my own failings and shortcomings, I
think the procedure is working satisfactorily,

Question 2, Does CIA suggest poliey?

Answer: I've tried to keep the Agency out of .policy. If we espouse&a
policy, the tendency would be to shape our intelligence to fit the
policy. In my briefings I always keep out of policy. I've had this
situation arise, though, at the National Security Councils If I
present some situation that is critical, where something should be
done, there is quite a tendency around the ﬁ:ggg'to sey, "Well, what
should you do about it; what would you do sbout it?" Well, then I
refer to the Secretary of State, the Secretary of Defense, whoever it
may be, pass the buck to him--very possibly because I haven't got the
snsver myself,

Question 3, We have read much about the possibllity of the establishment

Approved For Release 2002/08/22 : CIA.RDP55-00166A000100010001-2
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of a joint committee on Central Intelligence something akin to the Joint
Committee on Atomic Energy. Do you believe Congress will set up such
a committee and what do you think of the idea?

Answer: I rarely speculate as to what the Congress will do, and I think

| it is probably unwise to do so, This is a matter, however, which I

have dilscussed with certain of the leaders in Congress, and I propose
to discuss it further when Congress reassembles, presumably next
January. dgtA:ﬁihzfesent time the practical situation is that we repory)
on matters of concern to 4¥e Congress, to the Armed Services Committee
of the Senate and the House, and on matters relating to the budget, to
the Appropriations Committees, Those arrangements are working satis~
factorily and I would assume that they JSﬁgs continue, The oroblem
of a new committee has, I think, been raised and w%ll be studied in
order possibly to protect the Agency from beipélggggéisib}e to report
to a multiplicity of committees, q%;é;; of ;ﬁzizgz would be helpful,
I am not clear in my mind, however, that a committee of the size now
proposed would be the most effective way of doing it, but this question
will be approached with an open mind by us here and, I believe, also by
the members of the Congress,

Question 4. What, in your estimation, would happen to our Agency in time
of total war?

Answer: It would probably grow, we'd have new problems, and in areas of
military operations there would come into effect a new relationship
between the Agency and the American Commender-in-Chief in the field,

That has all been worked out in a satisfactory way which would protect
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the integrity of the organization but ;t the same time adapt it to war
conditions in the field,

Question 5, Are you satisfied with the present structure throughout the
Agency or do you contemplate reorganization? .

Answer: I do not contemplate any more reorganization at the moment, I
think it is wise to work with the organization we have-—to give it a
chance and only reorganize as we see particular needs, I do find
that in certain areas some of the key men are overworked, particularly
with the added assignmenﬂs that we've had to take cver because of the
activities of the NSC Planning Board, the Psychological Strategy Board
and its proposed successor, That may require certain added personnel
on tﬁe top echelon, Apart from this I have no plans for reorganization,

Question 6, Is the possible transfer of #he—R{, the Paramilitary functionm,
to the Department of Defense still under consideration?

Answer: No, There is some consideration being given to the transfer of
one very limited activist segment of that where we really get out of
the PM field into what is more nearly the functions of Defense, but
that will not involve, in any way, a turnover of that whole function,
That is rightfully, and under NSC directives)a part of the function of
this Agency. Butuiﬁgi—is being agvurgent request of CIA ;;é is

NN T WY
not being wrenched from us, 1 would like to turn over,&aé
tried for about a year to turn over this one particular smal) segment
of work in this, field,

Question 7, This-is-e-epeeific-partof that &letictit of CIA which you

Croa ,évvw
haxe_sndorsed~alr£:E;:Zthe CareerAPrograg, Bo you think it's a good

idea to have rotation between overseas intellligence officers and those
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from the Washington offices--ORR, OCI, etc,?
Answer: Yes, I do, and I think it is a very useful thing for those in
ORR, OCI, OSI, and so forth, to have periods of duty on the covert
side and then have duty in the field, and that is being done, -@F A\aos*' &0#\

*9\-

eo&rs%, there are certain stations, particularly | | 25X1A

.and others,where there are representatives of the overt offices

already--and quite a large number--so that Lt-deemvb-necmm&'y—
Bors 0oV nacegsornly

mean-thed to go into the overt offices l\precludeq or excludeg the
possibility of working in the foreign fileld,

Question 8, In answer to a question posed at the last Orientatién
Program regarding discrimination against women, has anything been donef
angd.Anebher aestion, hes the In§pector General made a report on alleged
discr{m__fgngtjfz}fhgginst womep?%e Inspector General has, through
iv‘ti'n»e %/Career Ser'vi;; Bt;ard , adremdy made an official pronouncement

that there shall be no discrimination against women in the Agency,

N et

\APsw;@ Thet—is—econrectand, Aclso, we had a meeting a little while ago
\wizh a selected--I _didn't go into the guestion exaetly how the group

was.-selested—bub-with-e-setechted group representing the distaff side,
and Kirkpatrick and I sat down and went into the problem, I was glad
to find that a dozen or fifteen of the ladies ™ ¥iprcsenbeticny sitting
around the table", did not seem to feel that there was discrimination,
If there is any evidence of discrimination)l went it bweugii owbe-brought
to Mr, Kirkpatrick's attention and to mine, We are looking into that
problem because I am not clear in my own mind that we have taken full
advantage of the capabilities of women, very essecially.in-bthis-flield

of-the distaffstde of -the-organtsatlany I'm going to work on that some more,
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DCI's MESSAGE Eleventh Agency Orientation Course 7 Auvgust 1953

Matt Baird and ladies and gentlemen,

Vi, N

i'

There's one advantage of being Director over being Deputy D%rector.
G!(;v

? I was Deputy, Director I wes supposed to come here qu make a, speech.
\_/ ““ ‘L( ‘g (/“‘{}L" V\’i&‘ A & .x{i.-! has b ol Y N j’&,(& Forrlyry o
kNow I can come gnd’get your questions and your ideess and be as helpful as
I can in answering them., I have gained a good deal from those questions
in the past, and I'1ll do my best to answer any that you have today. As
you know, we also have in the Agency the Office of Inspector General with
one of our sblest career men in that job. Before I came down here today
I asked him if he had any objection to my advertising his office a bit,
and he said, "No., The door is open there at any time to any of you," He
Lo Ak oai‘(.ﬂ c{x,f ?M ¥
and I work very closely together and anykproblems that you put up to him,-
L sunlesS'they'canfbewsettled easilyy 'will always come to my attention.
{ . - . . ———— -
¥ i lw% Welve had certain problems these days. There is as you all know, and
rightly, a strong trend toward economy. Econony in Governmenﬁfﬁﬁﬁééfnmans
economy in money; it means economy in personnel. It meens, in effect, that
0 pate
we will have to doAbetter, probably with less money and with fewer peqple,
Votos ten o d vl d oo .
and‘that‘meanl that all of us from the top down have get to be better trained.
[ e T W0 S R T Vg
That is one of the reasons ghat we will have to put added emphasis on train-
ing}because.£xnanow on it may be that in many parts of our Agency one man
or one woman will have to do the work of two. I don't really regret this.
In our relations with Cohgrass(gker these difficult weeks when our budget
has been under consideration, we have had, ourselves,lfﬁll and fair con-
AT LR ALE A

sideration by the members of the Congress that have_considered our budget.

They have a pretty hard fime of it becsuse there's no Agency of Govermment

Approved For Release w&&*‘%&w&ss-om 66A000100010001-2
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_'s{:‘(‘“ wk}wvb‘ ke o U wak
where it is more difficult to budget, and where it is more difficult for
those who are attempting to prune a budget to know where they can rightfully
prune, In talking with the members of the committee, they expressed that
difficulty and they left it very largely to us within the limite they pre-
seribed to do our own pruning——to select the wheat from the chaff--to try
to do the things which are most essential and do them most efficlently.

We have for this coming yesr a budget within which we cen operate and,
I believe, operate effectively. fﬁellllave, in effect, certain personnel ceil-
ings which are not going to be eéss};ul;;f I am confident thftt within those
ceilings we can do our work. e \ ensovandl J/Li-»t‘;f .

I remember an experience ithat I had in thie field of work when I was
assigned to Switzerland in the days of the 0SS in November of 1942, I ar-
rived in Switzerland as the last American to gﬁéﬁﬁaere legally before
the curtain came down at the time of the landing in North Africs and the
occupation of the southern part of France, whieh cut off Switzerland from
the outside world. God imposed a celling on my staff that nothing could
be done about, since no one could legally get into Switzerland from that
time on and work with me 6fficially.

Well, I was able to search around in other govermment departments,
and by finding Americens in Switzerland, ‘it was possible to put together
a smell, a very small establishment, -!&ng for about a year and a half I had
to work without any reinforcements. That for:::ed upon me a great measure
of selectivity, and very fortunastely in a wayf:I could not write long dis-
patches because everything had to be énoiphered. and sent through the air.
I hed to restrain any tendencies towerd verbosity. The #gstdkt-<of' the

g g.vu,@f-ﬁég vt g bt

selectivity forced upon me wes-thet I personilly did far better work during
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those months=-about eighteen—-~than I did after the frontier opened up.
Becsuse of the advertisement which Switzerland had as a center from which
so-called glamorous operations could be carried out, a flood of people de-
scended upon mq/whereupon I became an administrator rather then an intelli-
gence officer. And I hope that throughout the Agency, while we need admin-
istrotors and must have them, we'll be able to cut down the number of ad-
ninistrators and really build up a number of top intelligence officerg--—

men and women--on our staff. -,

i

We can only do it through training, through building up a Career Service,

]

\
\

asnd i am{every day)deeply grateful to Matt Baird for vwhat he has done in
shat Tleld. "

We have been a bit in the spotlight recently--for my money, far too
Gy Lrla
much, In our form of govermment, with the character of the Americen people,

it is probably essential, probably inevitable that we should have more spot-

light than a secret intelligence agency should have., It is rig tg in a

M&( A

wayv\certainly understandable, that there should be inquiriesﬁ\people should

want to kno? something about what we are doing. I've always felt it was
Tlaes

very wise_yhen the suthors of the law setting up this Agency provided us
with an umbrella of overt activities under which we could cover the more

oy sk ua et
secret activities./\The fact that I've had a 1little bit too much spotlight,

I hope will not lead others to seek itjag dont't desire it—-snd I hope from
now on we can have less of it because I think we can do our work better
in that way.

The longer I'm in this work the more convinced I am that it is a highly

personalized affair, It's not the amount of money we have; it's not the

number of projects we have; it is the ckill and the devotion of the individual.

Fe S ol

4+ N
Approved For Release gozéo”a*{z%-

5-00166A000100010001-2



Approved ForﬁeleaseM%‘gpﬁ 00166%¥00100010001-2

-
Lo Aﬁ

I consider it my duty to protect and defend the assets that have bequput
together7§y’ﬁbneral Béetle Snith during”thé period’ that he was here and ‘the
Gare, U Rathls Skl
reorganizations and magnificent work ke did in getting this Agency along
the way, the work of his predecessors, the work done by predecessor orgeni-
zationsJand the work Matt Baird is doing in training the new arrivals. All
this has mesnt that we have gathered together in this Agency men and women
of whom I am sincerely proui)and I want you to know that in the performance
of your duty you can always look to me to stand up for you and back you
when you're in the right.

__Thank you very much,

Question: How do you evaluate our present intelligence output., Are you
satisfied with 1it?
Answer: I don't think, in intelligence one should ever be satisfied, If
( {ng
we are, we are iaQing)down on the job. I am highly satisfied with the
manner in which the subjects are presented to me and the brlefings that
are gifin to me within the limits of the intelligence that we have.

1kii

We don‘ﬁ have enough intelligence on the major targets:g\I might just }/

describe a little of our work with the NSC, vhich isv;Q; highest policy—i;H
meking body in govermment within the field ofANational §ecurity and forelgn
problems. It meets, as you know, on Thursday morning, under the chairman-
ship of the President'with the Vice President, the Secretary of State,

the Secretary of Defense, the Secretary of the Treasury, the Director

of the Foreign Operations Administration, and the Director of the Office

of Defense Mobilization as gas:l members.andiihen on specific topies of

interest to o t@f departments of government, the head of that particular

ymu<iﬂuw N

agencyy with the Chairman of the Joint Chiefs of Staff, and the Director

FOEEE
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of Central Intelligence, me«tingﬁ&tha&onncil as advisors,, on matters

of military policy and intelligence, respectively. qkﬁd.(.ﬁhe usual procedure
is for the Director of Central Intelligence, or hig Eeputy in my absence,

to brief the Council on the intelligence background o%atters that are
coming before the Counc¢il or on the agenda for the Council of that day;

end, in addition, to raise any urgent matters where l\tﬁi@q an intelli-
gence briefing isr\ficé\:e!.:stary. If there is nothing ;;;él;eems to me urgent and
4hat should be brought to the attention of the Councill phat has trangpired
during that particular week, thenm I generally restrict the intelligence
briefing to the .particular sub] ects&lé'b\ i‘q before the Councll, occupying

ten to fifteen minutes generally,! sometimes with a very intricate topie,

w u\(_)()r\.:\a A}

up to half an hour.m I think the procedure is workving, (@ibject to my own

R

failings and shortcbming‘s ,} =SAE work:rng satisfactorily,

Question: Cvle have several questions, Mr., Dulles, about reorganization.
o+

Yl el

One says,"I've been with ORR two years and it has had two or three re- ‘
organizations, Are you satisfied with the present structure throughout

the Agency or do you contemplate ‘-—fx;ore“' reorganization?"

Angwer: I do not contemplate any more reorganization at the moment. I think

¢ '&(_)

it is wise to work with what we have, with the organization we have, and-
give it a chance and only reorganize as we see particular needs. I do

find that in czﬁ'ia ,ﬁf?is some of the key men are overworked, particularly
with the added uork that we've had to take over because of the activities
of the NSC Planning Board, the Psychological Strategy Board and its pro-
posed successory azfd’},hat nay require certain added personnel on the

RN
top echelon., Apart from i;hat I have no plans for reorganization,

SEGRET
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P of total war?

\j Question: What, in your estimation, would happen to our Agency in time

Answer: It would probably grow, we'd have new problems, and in areas of
military operations there would come into effect a new relationship be-
tween the Agency and the American Commander-in-Chief in the field. That
has all been worked out in a satisfactory way which would protect“zhe
integrity of the organization but at the same time adapt it to war con-
ditions in the field,

’}QX Question: We have read much about the possibllity of the establishment
of a joint committee on Central Intelligence somethlng ekin to thej§;int
{sommittee on Atomic Energy. Do you believe Congress will set up such
a committee and what do you think of the idea? {omans ot

Answer: I rarely speculate as to what the Congress,(in its wisdoﬁ; will
do, and I think it is probably unwise to do so. This is a matter, how-
ever, which I have discussed with certain of the leaders in Congress, and N
propose to discuss it further when Congress reassembles, presumablyg?
next January. At the present time the practical situation is that we
report on matters of concern to the Congresqﬁtb the Armed Services
Committee of the Senate and the House, and on matters relating to the
budget, to the Appropriations Committees. Those arrangements are working
gatisfactorily and I would assume that they would continue. The problem
of a new committee has, I think, been raised and will be studied,;ef
course; in order possibly to protect the agency from being responsible
to report to a multiplicity of committees. That, of course, would be
helpful. I am not clear in my mind, however, that a committee of the

size now proposed would be the most effective way of doing it, but this

T
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question will be approached with an open mind by us here and, I believe,
from my talks with the members of the Congress, also by the members of
the Congress.

Question: Does CIA suggest policy?

Answer: I've tried to keep the Agency out of getting-into policy. If we
espouse &é’poiicy, the tendeney would be to shape our intelligence to
fit the policy. In my briefings I always keep out of policy. I've had
this situation arise, though, at the National Security Council where |
I present some situation that is critical, where something should be done,
there is quite a tendency around the Board to say, "Well, what should
you do about it; what would you do about it?" Well, then I refer to
the Secretary of State, the Secretary of Defense, whoever it may be,
pass the buck to him--very possibly because I haven't got the answer

myself,

Question:@e have certain questions here from the distaff side of the Sy

organization, In answer to a question posed at the last Orientation
Program regarding discrimination against women, has anything been done;
and snother question, has the Inspector General made a report on alleged
discrimination against women? %—,Yhe Inspector General has, through
the top Career Service Board, already made an officlal pronouncement

that there shall be no discrimination against women in the Agency. -Tenlt

........

Answer: That is correct and, also, we had a meeting a 1little while ago
with a selected--I didn't go into the question exactly how the group

was selected--but with a selected group representing the distaff eide,

s I'Ff,l?gﬁ%w 66A000100010001-2
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and we_gat down, -Kirkpatrick and I, and went into W‘DF w-‘\l\ o

glad to find that there-A1d not seem to be #n-the part of that Fazvbicular
$as o % AGARAAL
rapresentation-mthere were about a dozen.ef fifteen ladies sitting around

Approved For Release zom'é

the table-ﬂthoy did not seem to feel that there was diserimination., If
there is any evidence of discrimination I want it brought out.‘ brought
“to Mr. Kirkpatrick's attention and to mine. We are looking into that
problem because I am not cleaz\' \i!ijmga gwn mind that we have taken full
advantage of the capabilities: very especially in this field of the dis-
taff side of the organizatiorﬁ I'm going to work on that some more,
R Question: We still ,Pear it said thaﬁ beeal_}se of your previous assoclations,
\\j Mr, Dulles, with GSS, you will emphg.ai%e the clandestine activities at
the expense of ove;ijb, baslic resesrch. Is there anything to thia?
Angwer: I think you w‘;fll have fo» ask the deputies that work on that gide,

really, It is perfec‘ﬂ; true that I have a very deep interest in the

clandestine side of the work; but recognizing that I have that, I have

tried to compensaté for it by keeping my fingers out of that work much

more than I gpdﬁld like to db. And I have, I believe, been devoting

half of my time to the intelliéence production side~-~the overt side--

’ 1 of the worke. |

{ /) Question: This is a specific part of that element of CIA which you have

| endorsed already--the Career Program. Do you think it's a good idea
to have rotation between overseas intelligence officers and those from
the Washington offices—ORR, OCI, etc.?

Answer: Yes, I do, and I think it is a very useful thing for those in ORR,
0CI, 0SI, and so forth, to have perlods of duty on the covert side and

then have duty in the field, and that is being done. Of course, there
25X1A
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are certaln gtations, particylarl
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there are representatives of the overt offices already and quite a large
numbeg\so that it does not necessarily mean that to go into the overt
offices precludes or excludes the possibllity of working in the forelgn
field. /

( fé/’ ?uestlon: This puts you on the spot about the fact that you made a state-

paper work at ﬁﬁe last Orientation Program; are you

gtill tryling to liminate{paper work? &
Angwer: Correct. fhe memoranda are too long;‘telegrams are generally
too long. If we! 'going to cut down on personnel, we'we got to send
fewer telegr y what we mean clearly and more concisely and on
one page, possible,
("7\: Question: Is the possible transfer of the PM, the Paramilitary function,
o to the Department of Defense still under consideration?
Answer: No. There is some consideration being given to the transfer of
one very limited activist segment of that where we really get out of
the PM field into what is more nearly the functions of Defense, but that
will not involve, in any way, a turnover of thét whole function, That
ig rightfully, and under NSC directives a part of the function of this
Agency. But that 1s being done at urgent request of CIA and 1s not being
wrenched from us. I would like to turn it over and have tried for about

a year to turn over this one particular small segment of work in this field.
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DDCI's MESSAGE Eleventh Agency Orientation Course

4 August 1953
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There is something a little unususl about this particuler gathering
which may have escaped your immediaste attention, Gathered here in this
auditorium today are members of the Agency representing all its parts as
well as members of some of our cooperating agencies in the intelligence
commnity, I say this is unusual because in your career with this Agency
you will seldom have the oprortunity of sitting down in one body with
fellow CIA workers from the whole operation, If you will look at the
people on your right and on your left, I will lay odds you will see faces
that you will not see again during your entire experience with us., Now
this is an unfortunate thing in a way, becsuse it means that as an Agency,
we can not always enjoy thet comradeship which comes from continuous contact
and interchange within a group, the size of this one, We are in fact
compartmented, and however unfortunate it may be, this is inevitable in
an essentially covert orgaﬁization. There are two reasons for this, the
latter of which particularly appllies to Central Intelligenceff>The first
is the very understandable reason of efficiency. In any extensive and
complex process like making automobiles, rummning s railroad or a univer-
sity, governing a great commonwealth, or producing intelligence, efficiency
demands a division of labor. We produce so much that we must have many
people on the job, It is far more efficient to have each person become
& speclalist so that he does those things he is best capable of doing in
order to meke his contribution to the whole, Now the development of this

concept of division of labor is one of the most important contributlons

Approved For Release 200?{9‘%?;; QEAL—RDPSS-OO‘QQNEM&&II‘-QL

3



Approved ForRelease 2002/08/22+ CIA- RD§§ &016%’6001009&5(:;2')1[.[\]]-

Securityf Intorm

which the American genius has given to the world of industry. It is equally
applicable to the field of govermment and thus zE.CIA,tob. We find our-
selves organized into offices, divisions, branches, and desks so that we
can properly take advantage of thlis division of labor, Unfortuﬁately,
this means that the individual who works on one small aspsct of a plecs
of intelligence seldom gets to see the whole picture, and more than that,
he seldom comes into contact with ¥ others who contribute to the same
piece of intelligence. This kind of compartmentation, although it keeps us
apart and keeps us from seeing things whole, also helps us té operate
efficisntly,

There is another and a special reason why we are compartmented in
this Agency., That 1s the reason of security, You have all had or will
have security indoctrinations which stress the need to know, As CIA has
grown, it 1s becoming increasingly difficult to malntain the sort of security
upon which successful Intellligence depends, I mean by that, immunity from
having our secrets known, not only abroad but also across the hall in an
adjacent office, For security reasons, we allow an individual to know
only those portions of our business which he needs to know in Qrder to do

seafn ces
his job effectively, Inevitably this means that we have

Secuy ces
between the different parts of our Agency, ‘*Y

which again
are & part of compartmentation.i7Now both efficient division of labor

and the maintenanc%{ of security are important and useful deviees, But
they can be dangerous to the ultimate attainment of our objectives if they
are abused because of exclusiveness, jealousy, false pride, or thoughtless-
ness, Then, instead of resulting in boundary lines dictated by considera-
tions of efficlency and security, there will be barriers hampering the

speedy and effective production of intelligence., The only counter-measure
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that I know which can overcome the inherent disadvantages of comﬁar !“ziil Li!‘
tion is coordination,

Now, coordination is a term of which you may have already heard a great
deal in your experience in government and you will hear a great deal more
of it as time goes on, My definition of it means simply taking into account
the responsibilities and the capabilitiesof all those involved in any
particular decision, operation, or piece of intelligence production, This
has almost come to be a dogma in the intelligence commnity, You know, for
instance, that the intelligence which CIA produces is the product not alone
of its own efforts but also of the efforts of intelligence operations in
other departments and agencies of the government., After some experlence
in intelligence before coming to CIA, and as Director of the Joint Staff,
I have become convinced that there is no danger of over- emphasizing coordi-
nation, Rather we have got to stress it even more than in the past in
order to achieve an effectively functioning intelligence community, This
- would be a commnity in which the resources of the whole could be geared
through a process of coordination to éatisfy the highest demands of policy
for sound intelligence J I-don't mean-that we must break, down the boundaries
which efflclency and security have erected between our agencies, -Feor
exampls, air-order of battle certainly is not a CIA field of -emfé‘;m.rlf
coordination is important iriifintelligence commnity at large, it is equally
important in the specific part ofrgbmd intelligence commnity in which you
are engaged, In my experience I have seen too many instances where bureau-
cratic subdivisions and false conceptions of security havehad the effect of
hampering the smooth operation of the activity, and I am determined that as

rapidly as these come to light here, they will be eliminated, Without in
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any sense overlooking the importance of elther the efficient organization
of a complex operation like ours or the high importance of maintaining
security between its operational units, I still insist that we keep our
eye on the ultimate goal of greater and more effective contributiong’to
policy makers, After all, that is why we exist, and anything which obstructs
our attainment of this objective is to be avoided, Where there is a will
for coordination, it will be rare indeed where a way cannot be found to
effect coordination and still follow the dictates of sound security, In
the final analysis there may be specific occasions when complete coordination
will turn out to be incompatible with security requirements, But the
burden of proof will be on the individual bypassing the particular step in
the coordination process,

There is one more aspect of coordination upon which I want to say a
word, That is the development of adequate coordination between what we
call our customers and ourselves, Our customers, of course, are those whose
policy and operating decisions demand sound intelligence, It is a self-
evident fact which can escape no one in the age of commercials that the
customer's wants and needs must be known to the producer and the distributor
if the customer is to be adequately served, The same thing certainly applies
to the field of intelligence, We must know what the policy makers want, and
we must try in every way we can to see that this want is adequately met,
This cannot be done in a vacuum, It can only be done as a result of close
coordination between our policy makers and our intelligence producers. They
must be frank with us as to what they need and we must ‘as frankly tell them
what we can do and what we cannot do, This is a two-way streetybut Jjust

as we must know what the customers want, so also we are obliged in the
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customer's interest, of course, to do a little bit of advertising, I

mean that we must convince the poliey makers that sound decisions require
sound intelligence and that before fundamental decislons are made, recourse
should be had ;Eih the intelligence community, I trust we will always

be ready to come up with a useful answer if not a perfect one, But the
process is not complete, even then, If custom-built intelligence is to

be the most useful, the producer of it needs to be called in by the customer
to sit with him in counsel while that intelligence is beling integrated with
other factors to form a decision. And the fact that the Director of Central
Intelligence regularly sits as an advis@r to the National Security Council
is a recognition of this need and is thus one of the most encouraging features

of the current organizations and practices for national security.
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I'm very happy to welcome you to this Eleventh Orientation Course
because these courses have come to be very important and, I believe,the most
interesting part of the experience of Agency personnel and really are a
vital part of the development of your service in the agency. The cordial

reception which past classes have given the course, I believe,is the best

. possible compliment to the Director of Training and his staff. I share

i

%the pride of Colonel Baird and in this course because

even though I am relatively new in the Agency, I'm a kind of dutch uncle

/ to the whole program, You see, Colonel Baird as Director of Training

to introduce the guest speaker, I can't pass up this opportunity before a

reports directly to the Director or to me and, therefore, like a proud
relative, I bask in the satlsfaction which he must feel in the continued
value and warm réception which the Orientation Courses receive,
Although my principal purpose in appearing before you today really i

aptlve audience to get a little point of my owm across."ﬂﬁif%&ere is
somethlng a 1little unusual about this particular gathering which may have
escaped your immediate attention, Gathered here in this auditorium today
are members of the Agency representing all its parts as well, indeed, as
members of some of our cooperating agencies in the intelligence community.
I say this is unusual because{you will seldom havefln your career with this
Agencxﬁﬁhe opportunlt; of sittlng down in one body with fellow CIA workers
from the whole operation, If you will look at the people on your right

Toapdh laum odda o

and on your 1eft,hyou will see faces that I=dll-tmy odds you will not see

again during your entire experience with us, Now this 1s an unfortunate

CONFIDKNTIAL
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thing in a way, because it means that as an agency, we can not always enjoy

that comradeship which comes from continuous contact and interchange
within a group,-iet.us say;nggiéasize of this one, We are in fact
compartmented, and however unfortunate it may be, this is inevitable in
an essentially covert organization, There are two reasons for this, the
latter of which particularly applies to Central Intelligence., The first
is the very understandable reason of efficiency. In any extensive and
complex process like making automobiles 4 running a railroad or a univer-

sity of governing a great commonwealth/or producing intelligence, efficiency

)
demands a division of 1sbor. We produce so much that we must have many
people on the job, Tt is far more efficient to have each person become

a specialist so that he does those things he is best capable of doing in
order to make his contribution to the whole, Now the development of this
concept of division of labor is one of the most important contributions

which the Ameriecan genius has given to the world of industry. It is equally
applicable to the field of government\\f our di?tlné;igiéd gueat know§)and
thus in CIA too, 'We find ourselves organized into offices, divisions,
branches, and desks so that we can properly take advantage of this division
of 1labor. Unfortunately, this means that the individual who works on one
small aspect of a piece of intelligence seldom gets to see the whole picture )
and more than that, he seldom comes into contact with the others who con-
tribute to the same piece of intelligence. This kind of coméartmentation,
although it keeps us apart and keeps us from seeing things whole, also

helps us to operate efficiently.

There is another and a special reason why we are compartmented in this

Agency. That is the reason of security, You have all had or will have

ENTIAM.
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seeurity indoerinations which stress the need to know., As CIA has grown,

it is becoming increasingly difficult to mainbain the sort of security
upon which successful intelligence depends. I mean by that, immunity from
having our secrets known, not only abroad but also across the hall in an
adjacent office, For security reasons, we allow an individual to know only
those portions of our business which he needs to know in order to do his job
effectively. Inevitably this means that we have secured defenses between
the different parts of our Agency, secured defenses which again are a part
of compartmentation., Now both efficient division of labor and the main-
tenances of security are important and useful devices. But they can be
dangerous,g;’the ultimate attainment of our objectives if they are abused
because of exclusivenessjey jealousybar false pride}or thoughtlessness,
Then, instead of resulting in boundary 1ine§5tdictated by considerations
of efficiency and security, there will be barriers hampering the spegdy and
effective production of intelligence, The only counter-measure ﬁhiehwl
know &2 which can overcome the inherent disadvantages of compartmentation
is coordination,
Abne iy

Now, coordination is a term of which you may have, heard a great deal
7 elwesdy in your experience in government and you will hear a great deal
more of it as time goes on. My definition of it means simply taking into
account the responsibilities and the capabilities of all those involved in
any particular decision, operation, or piece of intelligence production,
This%iglalmost come to be a dogma in the intelligence community. You know,
for instance, that the intelligence which CIA produces is the product not

alone of its own efforts but also of the efforts of intelligence operations

in other departments and agencies of the govermment, After some experience

CONFIDENTIZ!
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in intelligence before coming to CIA)and as Director of the Joint Staff, I

have become convinced that there is no danger of over emphasizing coordi-
nation. Rather we have got to stress it even more than in the past in order

to achieve an effectively functioning intelligence community. This would
A ;,‘c»'l,w'vuw‘vw Q—-{}‘u—‘zt
be oms in which the resources of the whole community -can be geared through

a process of coordination to satisfy the highest demands of policy for

sound intelligence, I don't mean that we must break down the Q%undaries .
) lor e wmee
which efficiency and security have erected between our agences. -Gertainly
() P STON f-ﬁ«\«\ r o
air order of battle,is not a CIA field of endeavor, fitdormean, however,

that we must live up to the spirit of coordination at every point so that
Y
the final output can be along the line.} If coordination is important in
. oy
intelligence community at large, it is equally important in‘e specific part

of an intelligence community in which you are engaged. In my experience I
have seen too many instances where bureaucratic subdivisions and false
conceptions of security have had the effect of hampering the émooth opera-
tion of the activity, and I am determined that as rapidly as these come

to 1light here, they will be eliminated, Without in any sense overlooking
the importance of either the efficient organization of a complex operation
like ours or the high importance of maintaining security between its
operatioﬁfunits, I still insist that we keep our eye on the ultiiﬂfffééf%g
ofﬁgreqter and more effective contributions to policy makers. That-is, :
aé;;;igii,mwhy'we existiand anything which obstructs our attainment of
this objective is to b; avoided, Where there is a will for coordinatlion,
it will be rare indeed where & way cannot be found to effect coordination

and still follow the dictates of sound security. In the final analysis

there may be specific occasions when complete coordination will turn out
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to be incompetible with securlty requirements. But the burden of proof will

e &

be on thewgne bynassing the particular step in the coordination process,

There is one aspect of coordination upon which I want to say a word .
T‘a»nczrthat more closely involves our distinguished guest spesker this morning. _1
P
'iéf%“is the development of adequate coordination between what we call our cus-—
tomers and ourselves., Our bustomers, of course, are those whose policy and
operating decisions demand sound intelligence, It is a self-evident fact
which can escape no one in the age of commercials that the customer's
wants and needs must be known to the producer and the distributor if the
customer is to be adequately served. The same thing certainly applies to
the field of intelligence. ;We must know what the policay makers wanﬁfand
we must try in every way we can to see that this want is adequately met.,
This cannot be done in a vacuum. Tt can only be done as & result of close
coordination between our policy makers and our intelligence producers. They
mist be frank with us as to what they need and we must as frankly tell them
what we can do and what we cannot do. This is a two-way street but just as
we must know what the customers want, so also we are obliged in the customer's
interest, of course, to do a 1ittle bit of advertising, I mean that we must
convince the policy makers that sound decisions require sound intelligence
and that before fundamental decisions are made, recourse should be had with

Lag Last

the intelligence community.wieishy I trustﬁwitl:always be ready to come up
with a useful answer if not a perfect one. But the vrocess is not complete,
even then{i} custom built intelligence is to be the most useful, the oro-
ducer of it needs to be called in by the customer to sit with him in counsel
while that intelligence is being integrated with other factors to form a

decision, -One of the most encouraging features of the current_organlzatlon
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and practices for nstiomal security is the fact that the Director of Central

Intelllgence regularly sits as anm advisor‘to—fimfﬂatlonal Security Council,
\ In inviting our distinguished guest to speak to you today, perhaps wémﬁ %
2 had in mind both of the aspects of cgordlnatlon. On the one hand we hope ;
;that through his remarksand fhrough éﬁe continuing contact which he has with |
;our Director, and which his subor@inaﬂes have with their opposite members in
zthls Agency, we shall better flgﬂ the ﬁqpe of intelligence which is the most
use to the agency which he heafis, At thé same time I hope that we are doing
2::1 little bit of subtle adver£151ng in laying before him in this and other
‘contects the potentialities which this Agency;and the other elements of the
.intelligence comnunity have for better and moré'effectively'meeting his
demand for sound intelligence, which is one of the essential ingredients for
his own sound decisions,

Our épeaker is one of the most emminent and broadly experlenced admin-
%istrators on the national scene today. Starting his public life at a very
iearly age, he has had a long stand of selfless public service already and
;he is still a young man, Governor of Minnesota at the age of 31, he served
srhis native stzte in this highest office for 3 terms before resigning to serve

~ with equal distinction in the Navy during the war in the Pacifie, Adding
to thig record a period of brilliantpublic service as a delegate to the
San Frencisco conference which establizhed the United Nations and as a lay
religious leader, our guest could not escape the ceaseless search for persons
of national political steture, as the presidential nominating conventions of
1948 and 1952 show., At length, he placed his talents at the service of
education in accepting the presidency of one of our oldest and most illustrious

universities. Thence, he was called by President Eisenhower to assume the i\

directorship of Mutusl Security, now expanded in responsibility and renamed
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the Foreign Operations Administration. Iadies and gentlemen, I am delighted

and honored to welcome to our Fleventh Orientetion Course, Governor Harold

Stassen,
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8 September 1953

MEMORANDUM FOR: Specisl Assistant, Director of Central
Intelligence

SUBJECT t Training Bulletins

1, The records of Mr. Dulles' and General Cabell's
remarks are attached hereto, along with the revised and
edited versions, in draft form, which are to be lssued
as Training Bulletins Nos, 8 and 9 respectively,

2. It is requested that the attachments be
reviewed and, with whatever comments or changes you cars
to make, returned to the Office of Training for publi-
cation as Training Bulletins,

25X1A
FOR THE DIRECTOR OF TRAINING

Acting f‘@iei’, FPlans & tedicy Stalf
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CENTRAL INTELLIGENCE AGENCY

OFFICE OF TRAINING

TRAINING BULLETIN
NUMBER 7

30 June 1953
SUBJECT: Remarks of Allen W, Dulles

1. The Director of Central Intelligence, Allen W. Dulles,
spoke to Agency personnel at the Tenth Ageney Orientation Course
on 8 May 1953,

2. It is believed that Mr, Dulles' remarks and his answers to
questions will be of general interest throughout the Agency and are
attached hereto for the information and guidance of all concerned,

3, It is requested that this document be given as wide circu-
lation among Agency persomnel as 1s consistent with 1ts classification,

25X1A
MATTHEW BAIRD
Director of Training
Attachment: 1
Distribution AB
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ALLEN W, DULLES
AT THE
TENTH AGENCY ORIENTATION COURSE

8 May 1953

¥ OR X X ¥ ¥

lLadies and Gentlemen, I am deeply touched by your welcome, This is the

first time I have had the honor of addressing you as the Director of Central

Intelligence. The last time I was here, I was on the verge of it, but I had

not yet been confirmed and taken over my office., As far as I know, I am here
from now on until they throw me out. I plan to devote the balance of my time
to doing what I can to build up the Agency; to build up its esprit de g¢orps,

its morale, its effectiveness, and its place in the Government of the United

States,

From time to time, I have received presents from visiting dignitaries,
very small presents. The other day, I received rather an unusual one from
the head of a friendly serviece. It was a long package which I opened in his
presence, I was somewhat surprised to find that the present was a boomerang.
I asked him whether he thought I should accept the boomerang as the emblem of
office, He said, "Oh, this boomerang is all right. It only comes back half
way," I have adopted the symbol of the “boomerang—onlybcomes-back-half—way"
for the moment. Occasionally I find the boomerang comes back all the way.
But we're trying to cut down the number of occasions when that happens.

In my experience in intelligence work, I have been impressed with two
primery factors: one is the character of personnel; the other is the training
that such personnel receive. There is no alternative, no substitute for either.
Intelligence, above all professions, is no assembly-line business, It requires
unique attributes of mind and character, I hope to do everything possible to
try to find out, with the help of those working with me, who among you (and I
hope it will be practically all of you) have those attributes of mind, ingema-
ity, resourcefulness, perseverence, and patience, which are the essence of a
good intelligence officer,

One of the hardest things in intelligence work, for Americans particularly,

is the question of security. I realize many of your problems in explaining

to outsiders what you do--how in your ordinary social life can you appear to
tell what you are doing without really doing so?--and I've been looking into
that because I don't think as yet we've handled that properly., I hope to get
out some other regulations on this subject, as soon as we've explored it fur-
ther, because I think there have been 8 good deal too many rigid rules without
the flexibility that is necessary to permit you to be natural in your ordinary
contacts without giving away any of the secrets of your work, In the work I

SRR YRt
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did in Switzerland, I found that it was very desirable to have a perfectly
legitimate and natural story; it was a little bit near the truth, but it put
the inquirer off on the wrong scent, If I had tried to pretend that I was
doing something totally different from what I was doing, I never would have
gotten away with 1it,

I plan to do everything I can to build up CIA as a career service. It
is not easy, but it 1s possitle, We've already made real strides in that di-
rection. Intelligence is a kind of career in which satisfaction has to come
largely from the work itself, But I can assure you that in the long run, that
is the greatest satisfaction one gets out of any career. It's not the ephem-
eral self-edvertisement that one may get.

We are working now in the most difficult era that intelligence has ever
¥nown, It was child's play to get intelligence during the war compared to
getting intelligence today from behind the Iron Curtain, There are new dif-
ficulties because some of the most important targets are in the scientific
and technicel fields, which makes it harder and harder for the ordinary indi-
vidual to be able to operate, But that difficulty is, and must remain, a
challenge to us all. ' :

I can assure you that intelligence in this government has come of age;
it has found its position; its importance is recognized; it is being supported.
Each week, I give the intelligence briefing for the National Security Council;
that privilege, which I exerclse to some extent on behalf of the intelligence
community indicates the importance which the highest officials of government
place on the intelligence phase of thelr work, Policy cannot be established
firmly unless it is established on the basis of fact.

Finally, I went to say that, as your Director, I propose to see that the
rights of the individual employee are protected and I shall see to it as a
high privilege and a high duty.

I was told that really what you wanted todey was to fire some questions
at me, I'11 do my best to answer all your questions, but if any of them are
not answerable, I shall see that they are referred to our very able Inspector
General for study and later answer,

Question: How do you evaluate the present intelligence support that we are
giving to the National Security Council? Is it as good as you would like
to have it?

Answer: If we are ever satisfiled with our intelligence coverage, then some-
thing is wrong., One never has all the facts; all one can do is approximate,
I won't say that I am wholly satlsfied, because if I were satisfied, then
T would not be urging on to even greater efforts those who are furnishing
the information, No, I'm not wholly satisfied, but I feel that, given our
capabilities, we are giving the National Security Council a good coverage
of fact on the basis of which to firm up policy.

- -
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Question: In view of the fact that most well-known Republicans are known for

their rather conservative viewpolnts relative to world affairs, in your
opinion will these conservative leanings have any effect upon our estimating
function? ,

Answer: If we allow ourselves to be influenced in our estimating by political

or other considerations such as right-wing or left-wing tendencies, then
we are failing in our work, Politics plays no role in this Agency. Any-
body that wants to get into politics actively or to have any political
activity, had better leave, right away quick, because I won't tolerate
that; I won't allow myself to do it; I won't allow anybody else to do it
while in the Agency. Obviously, you can exercise your right to vote, but
I don't want politics coming into this Agency. We're going to keep this
Agency out of politics, as far as I'm concerned, and we're going to keep
politics out of our estimating,

Question: The CIA organization is functional, but 90% of our problems are

regional and deal with capabilities or intentions of particular countries,
Wouldn't we, therefore, be better off with a2 regional set-up so that we
could go to one place for the answer to the average question instead of
going to half a dozen functional places at the present time?

Answer: Well, I don't think one has to go to half a dozen, I do often find

ideas from the fellow that is carrying on the operations in that
area, collecting intelligence from that area, and then I also want to get,
as a check on him, the views of the person who is studying reports and
looking at the problem in the broad perspective., I find that 1f I get
those two angles on the subject, I am pretty well advised as to what the
situation is. Now I realize that there are many elements that feed up to
each of those two individuals, let us say, in his own side of the shop,

I don't think you could wisely put those two sides of the shop together,
because the operational fellow tends to have an operational view of things,
and it's well to temper that with the view of the person who looks at it
from the broad historical and research angle,

that 1 %o to two places, Let's take a question lixe[ ] I want to get

Question: Would you say that the Central Intelligence Agency will be a per-

manent governmental function, even 1f the USSR has a modified change of
heart and begins to behave itself?

Answer: I think the CIA is here to stay. I don't think there's any slight

doubt on that point, I've had a great deal of contact during these last
few weeks with the Congress and every once in a while we get a bit of
criticism here and there, but I have never run into anybody in Congreas

who indicates that the CIA ought to be abolished or done away with or radi-
cally changed. Now, we've drawn up 2 lot of estimates with regard to the
peace offensive of the Soviet leaders. In all of them, we have gone back
‘o the words of Lenin, repeated many times by Stalin, that while changes

-3
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of tactics and strategic retreats are permissible, just as permissible as
advances, the basic policy remains, I don't think, therefore, you need
expect, much as we might like it, that this peace offensive will change
in any way the workload of this Agency, or its importance.

Question: Do you contemplate any new organizational changes in the Agency?

Answer: I do not for the immediate future, We've gone through a lot of or- 25X1A

ganizational changes, Those were very largely patterned on a report that
three of us prepared and submitted several years ago, the Jackson

Dulles report, that was adopted by the NSC, By and large, the recommenda-
tions of that report are carried out in the present organization and I think
the thing to do now is to go ahead with the organization that we have and
let time tell us whether any further changes or adjustments are necessary.

Question: Is there a movement afoot at the present time, as the press indi-
cates, to sever overt functions from covert functions in CIA?

Answer: I do not believe that that is at all likely. You have probably read

in the press about the President's Committee on Informational Activities,

I believe it is called--somewhat of a cover name, because that Committee,
presided over by Mr., William Jackson, will also deal with the relationship
in government of our own activities, We have been in very close touch with
that Committee throughout its work. Our representatives have appeared be-
fore it. And I would doubt that its report would effect any substantial
organizational changes in so far as the relationship of overt and covert
intelligence is concerned in our Agency,

Question: Do you feel that in the long run the PM type of operation belongs
in an agency like this?

Answer: It is my view that this government cannot effectively carry on covert
operations through two different agencies with different controls, It is
hard enough to get one covert apparatus organized and functioning in the for-
eign field., If we had two trying to do it, I think that it would be extremely
difficult., The British had thls same problen before them when, during the
war, they had their covert operations in two different baskets, and they
found that wisdom dictated that they be put together. I'm inclined to think
that our covert operations should remain under one leadership and that it
would be very difficult to separate secret intelligence from secret, covert
operations, On the other hand, I do believe that there are certain para-
military activities whlch may reach a volume and scope that they belong rather
in the Pentagon than with us, and that is a problem which is now under con-
sideration,

Question: Would you please comment upon & recent editorial in the public press

which implied that CIA's clandestine activities imperiled the orderly develop-
ment of the U,S. foreign policy?

-4
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Answer: I don't agree with the editorisl., I think I know the one you refer
to, We have quite a problem in dealing with the press. It's more or less
my policy to take it in my stride, not to get too excited about it, We're
going to be attacked from time to time, If we start to answer attacks di-
rectly, even false attacks, I think we'll get ourselves into a lot of
trouble. If we answer the false attacks and don't answer the other attacks,
then we might be deemed to be confirming certain allegations made about us.
I believe in maintaining very friendly relstions with the press. I think I
have very good relations personally with a large number of people of the
press, but I don't propose to get into any newspaper controversies,

Question: In these days of economy, do you feel that CIA could stand a reduc-
tion in force without a marked decrease in efficiency?

Answer: In certain areas, yes. I'd like to see us somewhat smaller than we
are today., But I don't think that we can do much on that immediately, I
think as we all get more professional, we can possibly reduce our numbers.
I'm a great believer in smell, efficient, well-knit organisations where we
don't have too much paper work and where we can put our minds to doing the
essential thing that is to be done.

Question: When do we get a new building?

Answer: That's on the very top of the basket, I have canvassed the situation
in the Bureau of the Budget; I have canvassed the situation among the Con-
gressional leaders, I find everyone sympathetic, but the question is, what
to do. There are two possibilities: one is to find an existing building
from which we could oust the present occupants on the theory of the higher
sensitivity of our work, and the other is to get the authority and money to
build a new building. We're working along both of those lines, and it is
the highest priority that I have, because I realize the conditions under which
you work,

Question: Is the abundance of military personnel necessary in a civilian or-
ganization?

Answer: The percentage of military personnel with us is relatively low, about
10%. I consider them an extremely valuable and indispensible addition to
our staff. We have some of the ablest men in the armed services working for
us and with us. And I wouldn't change that in any respect. We have very

jmnortant resnonsibilities to the armed services in the field of intelligence.

don't think we have too many, The percentage 1s about right, 1 think the
caliber is very high,

Question: (1) Why are women hired at a lower grade than men? (2) Do you
think that women are given sufficient recognition in the Qentral Intelligence

CONFIDENTIAL
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Agencj? (3) And as the new Director of CIA, are you going to do something
about the professional discrimination against wonen?

Answer: That first question I'1l refer to the Inspector General for a report
as to whether the facts are true, As to the second question I am inclined
to think that they are not., And the third one: If it exists, I shall,
I'11 give that to the Inspsctor General too, and get a report on it, I'm
gerious about this, I think women have a very high place in this work, and
1f there is diserimination, we're going to see that it's stopped.

Question: You stated upon becoming the Director of Central Intelligence that
you'd make every effort to meet as many employees as possible on the "work-
ing level," How successful have you been?

Answer: I haven't been very successful so far, but I'm golng to be, As you
know, there was quite a long while before General Cabell came on board and
took over as Deputy., Then with the change of gdministration there was a
tremendous amount of briefing to do. The new officials of government had
to be briefed about our activities, The new work of the National Security
Council, which is very important, takes a vast amount of time--far more time
than it did in the past--because of the briefing that I referred to and be-
cause of certain new activities of the National Security Council. So that
during the last two or three months, I can assure you that I've been pretty
busy, Now General Cabell is on board and I think we're getting the adminis-
trative organization working more smoothly and I can assure you that before
the temperature gets to 110 in your buildings I'm going to visit them, Try
to keep the temperature down,

6~
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1 June 1953

MEMORANDUM FOR: Special Assistant to the Director of Central
Intelligence

SUBJECT : Remarks of Allen W, Dulles at the Tenth Agency
Orientation Course

1., The verbatim record of Mr, Dulles' remarks and his ans-
wers to questions at the Tenth Agency Orientation Course on 8 May
1953 (Attachment #1), and the revised version (Attactment #2), in
draft form, for issuance as a Training Bulletin, are attached.

2. The revised version has been edited and the questions and
answers orgenized in logical sequence,

3, It is requested that Attachment # be reviewed and, with
whatever comments or changes you care to meke, returned to the Of-
fice of Training for publication as a Training Bulletin,

FOR THE DIRECTOR OF TRAINING:

Chief, Flans & Policy Staif
Office of Training (General)

Attachments -~ 2
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Ladies and Gentlemen, I am deeply touched by your welcome, This is the
first time I have had the honor of addressing you as the Director of Central
Intelligence., The last time I was here, I was on the verge of it; but I had
not yet been confirmed and teken over my office, As far as I know, I am
here from now on until they throw me out. I plan to devote the balance of
ggz‘time shat-I-hawe to doing what I can to build up the Agency;:%uild up
its egprit de corps, its morale, its effectiveness, and its place in the
Government of the Unlted States.

— W -
(I have) f}om time to time,Yreceived presents from visiting dignataries,

e

very small presents, The other day, I received rather an unusual one from
the head of a friendly service. It was a long package which I opened in his
presence, 1 was somewhat surprised to find that the present was a boomerang.
I asked him whether he thought I should accept the boomerang as the emblem
of office. He said, "Oh, this boomerang 1s all right. It only comes back
half way." I have adopted tﬁgrg%oomerang-only-comes-back—half-way" for the
moment. Occasionally I find the boomerang comes back a1l the way. Bat
we're trying to cut down the number of occasions when that happens.

In my experience in intelligence work, I have been impressed with +he

s+ one is the character of $he personn81§
the other is the training that such personnel receive. There is no alterna- !
tivey there-ie no substitute for either. Intell;gence, aboye all prdfes-
sions, is no assembly-line business. It requires unique attributes of nind
and character. I hope to do everything possible to try to find out, with

the help of those working with me, ;ﬁg:: among you,(gnd I ﬁope it will be
practically all of yo%) whe have those attributes of mind, ingenuity, re-
sourcefulness, perseverence, and patience, which are the essence of a good

intelligence officer.
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One of the hardest things in intelligence work, for Americans particu-

larly, is the question of security. I realize many of your problems in ex-—

do ssts devm a@peas &
plaining what you do--how in your ordinary social life can you, tell what you
Bavn 3‘07
are doing without really seuigg—um%—yeﬂ—&reﬂoiag-?-and I've been looking

into that because I don't think as yet we've handled that properly., I hope
to get out some fmr regulations on this subject, a8 soon as we've ex-
plored it further, because I think there has been a good deal too muehtmasmy

oles
rigid meguletien without the flexi bility that is necessary to permit youe

@ur ordinary contacE to be naturafvwithout giving awmy any of the se-
P
crets of your work., In the work I|did in Switzerlend, I found that it was

very desirable to have a perfectly legitimate and natural story; it was a
1ittle bit near the truth, but it put the inguirer off on the wrong scent, -
If I had thied to pretmmd that I was doing something totally different from
what I was doing, I never would have gotten away with it.

I plan to do everything I can to buildas a career service, It
is not easy, but it 1s possible. We've already made real strides in that di-
rect:'pn. Intelligence is a kind of career in which satisfaction has to come
largely from the work itself. But I can assure you that in the long run,
that 1s the greatest satisfaction one gets out of any career. It's not the
ephemeralha ;ertisement that one may get.ci' We are working now in the most dif-
ficult eras that intelligence has ever known. It was child's play to get in-
telligence during the war compared to getting intelligence today from behind
the Iron Curtain, There are new difficulties because some of the most Im-
portant targets are in the scientific and technical fields, which mddd 1t

e
harder and harder for the-nemmm:lndividual to be able to operate,

But that difficulty is, and must remain, a challenge to us all,
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~=-théml T can assure you that intelligence in this government has

& 6enq3*ukvas”9

come of age; it has found its position; its importance is recégnized Each
week, I give the intelligence briefing for the National Security Council;
that privilege, which I exercise to some extent on behalf of the intelli-
gence community, indicates the importance which the highest officlials of
government plsce on the intelligence phase of their work, Policy cannot be
esteblished firmly unless it 1s established on the basis of fact,

4Hui€&nally, I want to say that, as your Director, I propose to see
that the iﬁdéyiéuai rights of the individusl employee are protected and I
shall mags & high privilege and a high duty. Zhank-—yeu—veryuwueh,

I was told that really what you wanted today was to fire some questions
at me, I'll do my bestto answer all your questions, but 1f any of them are
not answerable, I shall see that they are referred to our ew very sble In-

by condl

)
spector General forh}ater ansver,
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QUESTION: How do you evaluate the present intelligence support
that we are giving to the National Security Council? 1Is it as
good as you would like to have it?

ANSWER: If we are ever satisfied with our intelligence coverage,
then something is wrong. One never has all the facts; all one
can do is approximate., I won't say that I am wholgly satisfied,

because if I were satisfied, then I would not be urging on, those

No,

I'm not wholgly satisfied, but I feel that, given our capabilities,
we are giving the National Security Council a good coverage of fact

on the basis of which t®d firm up policy.
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QUESTION: In view of the fact that most well-knowrlﬁ%pmblicans are
known for their rather conservative viei:ﬁoints relative to world
affairs, in your opinion will these conservative leanings have any
effect upon our estimating functiony

ANSWER: If we allow ourselves to be influencedfby political or other

considerations such as right-wing or left-wing tendencies
. . ,,_,_.,._—M"‘—v-*-“—'-“‘"" st s e
/

timating,) then we are failing in our work, Politics plays no role

—

in this Agency. Anybody that wants to get into polities actively

or to have any political activity, Jbetter leave,right away quick,

D
because I won't tolerate that; I won't allow myself to do it; I
won't allow anybody else to do it while “messtse in the Agency. Ob-
viously, you can exercise your right to vote, but I don't want poli-
ties coming into this Agency. We're going to keep this Agency out

of politics, as far as I'm concerned, and we're going to keep poli-

ties out of our estimating.
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QUESTION: The CIA organization is functional, but 90% of our prob-

lems are regional and deal with capabilities or intentions of particular
 countries, Wouldn't we, therefore, be better off with a regional

set-un so that we would go to one place for the answer to the average

question instead of coing to half a dbzen functional places at the

present time?

ANSWER: Well, I don't think one has to go to a\ymai‘a dozen, 1 do

oftenffind that I go to two placese thaties;—I'id—went—to—pet—the

i dens—srwewbmi—of—the~cperational-fellow, Let's take a nquestion like

25X1A

KR

of the person who is studying reports, and looking at # in the broad
nefspective, S I find that if I get those two angles on the subject,
I am pretty well advised as to what the situation is, Now I realize

eoclh
that there zre many elements that feed up to ¥etle of those two indi-

viduals, let us say, in e sidef of the shon, -Hy-emr
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dwo 58 K Vo o
poet—stentye [ don't think you could wisely put those'\together,

oo aparcoieaasd)
because the cperational fellow tends to have -eme view of things,
Teektup—at-db-from—eonerabieons, and its well to temper that with

the view of the person ﬁe—t locks at it from the Zemm broad his-

torical and research angle,
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QUESTION: Would you say that the Central Intelligence Agency will
be a permanent govermmental function, even if the USSR has a modi-
fied change of heart and begins to behave itself?

ANSWER: I think the CIA is here to stay, I don't think there's
any slight doubt on that point, I've had a great deal of contact
during these last few weeks with the Congress and every once in a
while we get a bit of critfcism here ond there, but I have never
run into anybody in Congress who indicates that the CIA ought to
be abolished or done away with or radically changed. Now, we've
drawn up a lot of estimates with regard to the peace offensive of
the Soviet leaders. In all of them, we have gone back to the words

th

of Lenin, reneated many times by Stalin, that while changesjof fac-

tics; stratepic retreats are permissible, just as permissible im—bmei
theswy as advances, the basic nolicy ef=bhe—taemEtn remains awd 1
don't think, therefore, you need expect, much as we might like it,

that this peace offensive will change in any way the workload of

this Agency, or its immortance,
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QUESTION: Do you contemplate any new organ,izationai changes in
the Agency?

ANSWER: I do not for the immediate fufture, We've gone through
a lot of organizational changes, Those changes were very largely

patterned on a report that three of us prepared and submitted sev-

eral years ago, the Jacksonjm LDulles report, that was

————

adooted by the NSC, By and large, the recommendations of that re-
port are carried out in the vresent organization and I think the
thing to do now is to go ahead with the organization that we have
gnd let time tell us whether any further changes or adjustments

are necesgary,
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QUESTION: Is there a mévement afoot at the nresent time, as the
press indicates, to sever cvert functions from covert functions

in CIA?

 ANSWER: I do not believe that that is at all likely. You have
probably read in the press about the President's Cormittee on In-
formational Activities, I believe it is called,.somewhat of a cover
name, because that Committee, presiJed over by Mr, William Jackson,
will also deal with the relationship in government of our own ac-
tivities. We have been in very close touch with that Committee
throughout its work. Our representatives have apneared before it,
And I would doubt that its report would effect anj substantial or-
ganizational changes in so far as the relationship of cvert and

covert intelligence is concerned in our Agency,
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QUESTION: Do you feel that in the long run the PM type of dpera-
tion belongs in an agency like this?

ANSWER: It is my view that this govermment cannot effectively carry
on covert operations through two different agencies with different
controls. It is hard enough to get one covert avparatus organized
and functioning in the foreign field. If we had two %rying to do it,
I think that it would be extremely difficult. The British had this
same problem before them when, during the war, they had their covert
overations in two different baskets, and they found that wisdom dic-
tated that they be put together. I'm inclined to think that our Covit
opergtions~¢ee¥e¥$-e§et&£iea3w—should remain under one leadership

and that it would be very diffiecult to separate secret intelligence
from secret, covert operations, OUn the other hand, I do believe that
there are certain para-military activities which may reach a volume
and scope that they belong rather in the Pentagon than with us, and

thet is a problem which is now under consideration.
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QUESTION: Would you please comment upon a recent editorial in the
public press which implied that CIA's clandestine activities im-
periled the orderly develovment of the U.S. foreign policy?
5

/% ANSWER: I don't agree with the editorial, I think I know the
one you refer to. We have quite a problem in dealing with the
press. ‘It's more or less my policy to take it in my stride, not
to get too excited about it. We're going to be attacked from time
to time, If we start to answer attackga_directly, even false attacks,
I think we'll get ourselves into a lot of trouble, If we answer the
false attacks and don't answer the other attacks, then we might be
deemed to be confirming certain allegations made gbout us, I be-
1jeve in maintaining very friendly relations with the press, I
think I have very good relations personally with a large number of

AT s

peopley but I don't propose to get into any newspaper controversies.
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QUESTION: In these days of economy, do you feel that CIA
could stand a reduction in force without a marked deerease

in efficlency?

ANSWER: In certain areas, yes. I'd like to see us someWhat
smaller than we are'tcday. But I don't think that we can do
mach on £hat jmmediately. I think as we all get more profes-
sional, we can possibly reduce our numbers, I'm a great be-
liever in small, efficient, well-knit orgenizations where we
don't have too much paper work and where we can put our minds

to doing the essential thing that is to be dome, Qgewof~th3“*

\;ggggplesrin—inte1iigéﬁééwﬁdaﬁﬁhib we have almost too meny re-

<

—erd we ton't concentrate on the essentlal elements.

-
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QUESTION: When do we get a new building?

ANSWER: That's on the very top of the basket, I have canvassed the
situation in the Bureau of the Budget; I have canvassed the situ-
ation among the Congressional leaders§ amd I find everyone sympathetic,
but the question is,what to do, There are two possibilities: one

is to find an existing bullding from which we could oust the present
occupants on the theory of the higher sensitivity of our work, and

the other is to get the authority and money to build a new building,
We're working aiong both of those lines, and it is the highest pri-
ority that I have, becsuse I realize the conditiocns under which we you

work,
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QUESTION: Is the abundance of military personnel necessary in a
civilian organization?

ANSWER: &me percentage of military personnel with us is
relatively low, about 1046, I considef them an extremely valuable
and indispensible addition to our staff. We have some of the ablest
men in the armed services working for us and with us, And I wouldn't

change that in any respect. We have very important responsibilijsiy

in the field of intelligence {o the Armed Services) Take the situa-

25X1A

job, No, I don't think we have toc many, The percentage is about

right. I think the caliber is very high,
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QUESTION: (1) Why are women hired at a lower grade than men?
(2) Do you think that women are given sufficient recognition

v
in the Central Intelligence\Agency? (3) And as the new Direc-
tor of CIA, are you going to do something about the professional

discrimination against women?

ANSWER: That first question‘ I'1]1 refer to the Inswector Gereral

for a report as to whether the facts are true, I:'—-A&-}—
Az bo

riper=ees) 4he second questionp I am inclined to think that they

25X1A

are not, And the third one;’i/f‘ it exists, I shall, I'll give that
to the Inspector General too, and get a report on it, I'm serious
about thig, I think women have a very high place in this work, and

if there is discrimination, we're going to see that it's stopped.
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QUESTICN: You stated upon becoming the Director of Central Intel-
ligence that you'd make every effort to meet as many employees as
possible on the "working level." How successful have you been?
ANSWER: I haven't been very successful so far, but I'm going to

be. As you know, there was quite a long while before General Cabp¥,
came on board and téok over as Deputy., Then with the change of ad-
ministration there was a tremendous amcunt of briefing to do, The
new officials of government had to be biiefed about our activities,
The new work of the National Security Council, which is very important,
takes a vast amount of time--far more time than it did in the past—-
because of the briefing that I referred toband because of certain
new activities of the National Security Council. So that during the
1ast two or three months, I can assure you that I've been pretty
busy, Now General Cab2ll is on board and I think we're getting the
administrative organization working more smoothly and I can assure
you that before the temperature gets to 110 in your buildings I'm

coing to visit them. Try to keep the temperature down,
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DCI'S MESSACE at the TENTH AGENCY ORIFNTATION COTRSE 8 May 1953
Mr, Allen Dulles

fadies and Gentlemen, I am deeply touched y your weloome, This ipg the first

time I have had tbe honor of adiressing ¢
Intelligence. The last time wikenn T was here, AEEETOT

verge of it, but I had not yet been confirmed and taken over my office, As far as
I know, I am here from now on urtil they throw me out. I plan to devote the balance
of the time thet I heve Yo doing what I can to build up the Ageney; build wp its
eeprit de gorvs, 1ts morale, its effectiveness, and its place in the Govermment of the
United States.

I have,eceived \fron tine to time; (I-heve to-be a 1ttle esreful sbout it)

presents from visiting dignitsries, very gmall presentsp-end jﬂ/le other day I recelved
# ratherﬁmusnal one from the head of a friendly service. It was a long vackage

I opened B inﬁn presence, af—t
friendly-service who was visiting WW I was someuwhat surprised

whether
to £ind that the present he=hed=shvem-ms wes a boomerang. I asked hip/2® he thought

the .
I should accept the boomerang as XX emblem of office, and—T-don'i knowhew. mich _humar

e hady-but-Hle sald, "Oh, this

becausesit only cene’back half way." So I have adopted the "boomerang only comes

& boomerang was all right. 24

baeck half uaﬁsfor the moment, the-e ‘

Oceasionally I find £xm the boomersngs come vack a1l the way. But, we're trying to

eut down the number of occasions when that happens.

25X1A I was told b | that really what you wanted todsy was to fire some

questions at ms , aind, ihamfore, I'a going to reduce my introductory remarks to a very
few points, I den't expbet that I will be ahle to answer all your questions, but we
have a very able Inspector General, and if any of the questions are not answerable,

I shall see that they are reforred to him for later answer. I may adopt the British
the right
Parlisnentary rule of having &= wxkim to referemi quostions for later answer, but
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I'11 do my best to answer what you have,
In my experience in intelllgence vork, thét -bag\dean fairly long. Jit started

I have been impressed with

the fact that two ms are primary: One is the character o'f the personnel; the

&dﬁ is the training that %’personnel receiveg., Thers is no alternative; there
is no substitute for %‘; Intelligence, ebove sll professions, is no assembly-line
business. It raquires wnique atiributes of mind and charseter. I hope, -ia-sgaierk

s to do everything possible to try to find ant)with the help of

those working with me those among you, and I hope it will be practieslly all of you,

e St
who have those attributes of mind, ingenulty, resourcefulnesa, perseverence, patience,

whichwg the essence of a good intelligence of ficer.

RXrs i;.a’ ".g,g i

‘ ‘ 7 many of your pProbe
Arericans mrtienlar},y, is the questiom of sacurity.m } ﬂm many of ¥ P

et e e

jers in explaining what you ao‘,( and I've been looking Exto tha‘!:. because 1 dcmﬂ; |

P

Ghink as yob we tvahénégea’ that prorerlys gow in your ordinary social 1ife can you
T

tell -that you are doing without really tellw At rou are doing? I bope to get

cut some further regulation: on %%i% subject, §5 5“‘3;0” as ve've explored it further
beesuse I think timt there bas been & good deal too much ef rigid regulntion vithe
sub the Flexibility that is mecersary to pernit you,injour ordinary social contacts,
4o be natursl, ~ithout giving avay any of the secrets of your ork es-si-your-eilfies.
T know—hhat T, the work +hat I did in Swltzerland, I found that it wac very decirable
4o have a perfectly legitirete and patural storyy it was a little bit near the

truth, but ,A&Xaq aut the inquirer off on the wrong seent, If I tried to rretemd
that T +ms doing something totally different fron wbat I was doing, I never ould
have motten avay with 1 t,./'? I plan tog ac Director, to do everything 1 eini \t:—k build
C&%ﬂﬁ as & ecareer service, It ic not easy, but it ic poosidle. “efve rade real

),‘/‘ v .*t‘.r'y-m-_-" 13 e . -
. Ty - caresr in vhieh oAbl
ct-ides in that (irection alreedy,” IhEn'ls a kind of & T tawr catis

. = Peor bl ﬁor}: 14self. Dut I can as-ure you that in the
faction has Asprsbd FRaR s 5005708135 - CIA-RDP55-00166A00010
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the long run, that is the greatest satiafaction et one gets out of any career,

Itts not in the of;ﬁﬁxﬁl advertiserent that one ray get., Ve are working nof/ im
_igieliigence- in the most difficult era that intelligence has ever lmown. It was

childts play o seb intelligence during the war\@ee the-deye-when I-ves erikimy

W@M,Emw@;ﬁ« corprred to i&@%@b intelligen@& hehind

the Tron Curtain, 1 2 6a%5 on new difficulties because cc-e of }ﬁ;@
"pigheat-and rovt important tarzets are in the scidntifiec and tebhnical fields,

wvhieh makes it larder and harder for théd normal and uwsuval indlvidusl to he able

to opmte,mw. But that diffieulty is) and ust z‘ea:;&inja

challenge to ke us all, I think T can ascure you that intellipsnce in this gove

ernment has come of age; 1t has foumd its g&oaition;l‘g—»: z

Agency; i thatapplics also Lo the Ailied-end-friendly intelligence agencies and
~~~~~~~~~~~~~~~~~~ . R {
the- Azm argeineThere, f% importance i recogglzed /

R By

in the highest Wrm’mch vesk new,the task of giving the

inteiligence briefing for the National lecurity Council es bef

privilege vhieh I exercise ,ffmr“e evitent on behalf of the intelligence co mumity,
iniicates the importance which the highest officials of g&vsrﬂﬁ:ent place thir on
this vhase of thelir work, Policy cannot be dptablished firmly umless it iz estabe
liched on the basis of fact.?ﬁnd. finally )in concluzziw) I want to say *i:hat} as your
Director, I rropose to ses that the individuml righis of the individuel employee

are protected and I chall do that as a high privilege and a Ligh duty., Thank you

B
e e e e B ' —
i / st

'%uestionz Do zr'éu center plate any new organizational changes in the Apency?

Ansver: I do not for the immediate future. Welve gone through a lot of ormanize~

+ional echanges, Tho'e changes ere very largely patterned on a report that three

of ua prepared and subnitted several years ago, that-ie¢ the Jaci:uon; alles 25X1A

ae that mo adopted by the N0, Larsmrwedadmint

o
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and large, the recormendations

y ‘_:( & hf) (2 24

of that report are carried out in the present oranization and I think the

is to go ahead ith the organization that we have and let tire tell us vhether any

further changes or adjustments are necessary.
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J@t-—re AT Apaty——1T ve eWe arve ever satisfied with our intellipgence coverage,
then something is wrong., One never has all the facts; all ene can do ir approxinste,
T wontt say that I an vholely satisfied becamse .i'f I vere catisfied srbbirwhed—J-pet

then I would not he urging on thosze who are furniohing the information to even . reater

J},‘— .
efforts. Mo, I'm not vholely satisx.{‘ie;}, Qn—t%iether—%’ead,l Pecl that; ziven our

capabilities, we are givin: the Hationml Tecurity Council a good coverags of fact

on the basis of which to firm up policy.

(mestiont Is there a roverent affot at Lhe pre ent time, as the precs indientes,

to cever overt functions from covert functions in CIAY ;
Ancwer: I do not believe that that is at all 1ively., You have probably m‘ in the
press about the Presidentts formsittee on Iniamzatioml ActivitieswI be'ieve it is
callodmwcomehnt of & cover nme because thal Cormittee, pre~ided over b ¥Fr, Williem

Jack,..\gn,«,jm al-o deal with the relationship in govermment of our owm activities,

Ye have bean in very close touch with that Commititee throughout its work, Our repre-

any cubstantial organizational chenges in -0 far as the relationship of cvert and
eovert intellirence im concerned In our Agency.

Juestion: Az related-to that

| er=TEtIITT et T e 1 £ wpes [do cou feel that in the

long run sf-emd the T type of o;aeraticnf belonggin an agency like this?
Approved For Release 2002{98/22 : CIA-RDP55-00166A000100010001-2
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Ancvers It 1s my view that thds governuent canmot effectively ecarry on covert

operations through two diflerent agencies with different controls, It is hard
enough to get one covert apparatus onmumbantie orpanized and functioning in the
foreign field, TIf we had tuo trying to do it, I think tbat‘ it woudd b%:ﬁrez:iely
‘4ifficult. The British had this came problem before the:x wheg, during the war,

they had their covert operations in two Gifferent baskets, and they féun’ that

widdom dictated that they e put together. I'm ineiined to thinlk that cur operte

tioma'-c-ctrvarﬁ operations~--chonld »omain under one leadership and tha.’(#.t —ould be

very difficult to separate secret intelllgence from secret, covert operalions.

a mra-cilitars actie-

vi‘bieﬁ: which my reach a volume and scope that they belong rather in the Pentagon
” ~hich :
than with us, and that is a problen thed i: now under conczideration.

Questiom: Ve have combined there three guestions, !'r, "ulla:sy and you'lve been
poked this kind of question befores (Mulles-It doesn't relate to coffee, does
1t?) Do you want that one first? It =ays ould it be ponrible to have the food
at K Puilding ashigh in quality as in price? Then 1t goes on to & parenthetical
question: our work is seasoned bub our food I not.

An-wer: ‘heme, will you fix & day that I can go dowvn and try this grizelf,

vay I say that tha food down below in our little ai’tbp;\ccrie;;p just about as bad

as 3t can be,

Question :@E«w are women hired at a lover grade than men? Ihis—is—semimusenews
GiPo you think that woven are given ewSilesd -ufficient recognition in the Central

Intelligence Agmeﬁ@M as the new Director of CIA, are you golng to (o soue=

thing about the professional diserirination against wonen?

W -

¥y D

Rt
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ey Anfens
anw @mt first ques icn to the Inspector General for a report
as to whether the facts are true. (A1l right sir) Jhe-feeds The second questiony
(The_sesond gueetierr——the zoperal one——do ‘vou ihink that—enen-are—given—sull-
teient-reorpiition 1n Cih#) I anm inclined to think that they are not. (Smd—the
_W&@e@%&mw&@w to do

ey Wrmd i 2 0
cmmhmg&ig_tw If it exists I shall. W j;ive ‘f:,ha?; to

the Imspector Genmeral too, and Jn-%e g report on it, I' serious about this,

I think wmeza have a very high place in this work, and if there iz discrivimation,
mmmat i%'s ctopped.

Question: In these days of econory, do you feel that CIA eould stand a reduction
in force without a narked decrease in elficlency?

Answer: Tn certain areas, yes., 1'd like to see us somewhat sraller than we are
today, But T don't think that e can do ruch on that immediately. I think as we
all pet more professional, we can possibly reduce our mumbers .f\recall in Swite
gerland, during the war, I arrived in Sritzeriand to carry on »y work there, and
the day I arrived, the frontier closed so that it as then irposi:ible to et any-
one else into Switzerland $o add to ny force until the emd—e& {roniler opomed
~bout two yesrs later. And I started off there with-let!: aee-I was there and I
had two men and two women, and rost of us had to spend our time ciphering, Ve vere
sble to reeruit a certain muber of people, probably by stealing them froo other
departrents of government, $ince the frontier was closed those other deparinents
didn't learn asbout it until the frontier wee opened, And in various vayy ™t I

" pound I did very much better work with that small foree, with some recruits that
I picked up here and there, in “witzerland itself, than 1 did after the frontler
opened and evaryzﬁymted to come to Switzerland to practice the spy gare, And I
had about 40 or 50 arrive within tuwo or three weeks, From that time on, I ms an

adninistrative effiearré;yﬁ,ng to find ways of keeping peopls busy without getting

reat belil
into trouble. Approf'&zor Relchse 2002/08/22
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where we don'i lave too much paper work and where we can put our minis to doing the
e-sential thing that is to be done, “ne of the troubles in inte}.i*ﬂ'enca today is

ve have almost too rany reports, and we don't concentrate on the essential M

Questicn: Again ihis .
Wﬁw&mmiﬁmmwlﬂfw;i._ﬁm_.gﬁmjA ta be
v;zWMlanmmﬁﬁlﬂm bs one of

_the agencw\ Lo he hous ;ed_in the building-soon—to be —for—all—ecurity

&Mi%is, \#er Jo we et 8 newtiilding?
Ansvert That®s om the very top of the basicat, WMM& staff

reeting this vorning, we cpend mg@twgimm‘mmmg—ab@uﬁr-urmfma&M of a -

ao buitdiny, I bave canvasced the cituation in the Bureau of the Budget; I have
eanvas-ed the situation among the Cangressional leaders, and T find everyons syhe
pathetic, but the question iz what to do. There are two possibilitiess one iz to

find an axistinm ’cw.l&in@ fror which we could oust the present occupants on the

Vs
theory o # b gher sensitivity of owr - ork)an& the other is to v;at aut%am*cy and
s oney to build a pew bullding, We're vorking along both of those lines, and it is
the highest wriarityﬁ% .ave, hacanse I roalize the conditions umder which rou wori,

‘mestions In view of

the fact that rost well-knoum republicans are known for their rather con ervative

in rour omwic;n, will

Answer: If we allow ourcelves to be 3nfuenced by nolitieal or other considerations
sueh as right-wing or lefteving tandencies in our estinating, then we are failing in
our work. Politics plays no role in thi~ acency. Anybody that —asts to et into

politics activély or to have any nolitical aetivity, better lsave right avay quick,

Approved For Release 2032/ .*CIA-RDP55-00166A000100010001-2

Wil



Approved For Retease 200%2/08/22 : CIA-RDP55-00166A089100010001-2

b‘em T won't tolerats that, I wont't allow myself to do it, I won't allow anybody
else Lo do it while they're in the Apency, Obviously you can exercise your right

te vote, but I dom't want politles coring into this Agency. I-mayjustiell-ea—3ide

Aelities; vould not get-4]

Amg-I lalt the

endl of ectember and I cane back about a weel before-the election, lstre poing
to keep this Agency out of politics as far as I'n concerned and wetre going to
keep politics out of cur estimati

Question: “ould you please conment upon a recent editorisl in the public press
whiech irplied that CIA's c}tan@sstzine activities irmp.riled the orderly develomment
of the U,3, foreign pclicy: the-Uiforeisn-someion?

Anmer: T dontt sgree with theetitorial, I think I kmow the one you refer te,
e have guite a oroblem in dealing with the press. It's more or less my nolicy
“to take it in my stride, not to get too exclted aboul it, WUetre poing ic be ate
+acted from time to time, I we start to ans er attacks, :iimct}i,ﬁ: think w;&%%%
set ourselves into a lot of tmbls,waka If we an~er the dewidte

a.ni dontt answver the oth:r attacks -
&hen we might be desmed to be “eonfir ing certain allegations rade ebout usz, I

o

helieve in maintaining very fréendly relations with the press, I think T have
vary good relations personally with a large nurber of people, but I don't propece

to get into any newvspaper controveriles,

Question: Is the abundance of military personnel necessary in a civilian organization?
An:ers “ell, the norcentage of military percomnel with uc is relatively }..w, b
about 10%9. T econ-id-r them an ertreely valuable adddden and indispensible sddition
to our ataff, e have some of the magy 2blest men in the armed services working for

us and with us, And I wouldn't change thalt in any respect., ‘& have very irportant

Approved For Release ZUWZ CIA-RDP55- 00166A000100010001 -2
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sponsibilities in the field of intelligence to the Armed z%ereiaaa,/ Teke the

Services, we wouldn't be able to do our job., HNo, I don 1t think we hawve too rany,
The psreentage is aboul right, I think the ecaliber is very high,
nterest, You stated

upon becoving the Director of Centrnl Intelligence that rou'!d rake every effort to
reeh as rany e rployees as pocssible on the *wori:ing level," How suceessful have
you been?

Anzer:s I haven't been very succesciful «o far, but Im going to bte. As you know,

Deputy, Then with the change of adrinistration there was a tremendsus a-cunt of
briefing to da. The new officials of government had to be briefed about our ac~
tivities, The new work of the Iational ecuriiy Council, which i= very izmportant,
takes a vast avount of timej far more time than it did in the past, nest because
of the brisfing that I referred to and because of certaln new activities of the
limtional Security Council, So ithat during the last two or three ronths, T can age
sure you that I've been pretty busy. How General Cabell iz on beard and I think
watre getting the adninistrative organization ue '

working more smoothly and I canamsure you that before the temperature gets to 110

in your buildings I'm poing to visit them, Try to keep the terperature lowm,

-~

Ll tat ~
ope 34¥s more than one i, -
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Questions The CIA organization is

functional but 907 of our problens are regiomal and deal with capabilities or
intentlon: of particular countries, Uouldn't we, therefore, be better off with
a reglonal set-up so that we tould go to one place for the answer to the average
question instead of goimg to half & dozen functional places at the pmsén‘h tine?
Answer: Well, I don’t think one has to go to a half a dozen, I do often find
that I go to two placesy that is, I%11 want to get the ideas of the operational

views of the person vho is studying I3g=the reports, and lookihg at it *n the
broad prospective, DIut I find that if T cet those two angles on the suljject,

I am pretiy well edvised as to what the situation is, Tow I realize thet there
are pany elements that feed up to “oth of those two individuals s let us say, in
their respective aides of the shop, By and large, if I get hold of two or three,
I think T can get a pretty good siant, I don't tidnk you could wisely rut those
together; because the operational fellow tends to have one view of things looking
at it fro: operations, and 1tz well to terper that with the view of the person
that looks at 1t from the long broad historlesl and research angle,

Qu=gtion:

night want
H—se¥s, %;ul& vou say that the Central Intelligence Agency will be & permanent
governzental function, even if the USSR hes & nodified change of heart aad begins
to behave itself?

Apswer: I think the CIA is here to stay, I don't think there's any sli-ht doubt
on that roint, TI've had a greal deal of contact during these la-t méfé"'mm

wecks u:l.th the fengress and every once in a whiley, e get a,{criigeﬁimz here and
}q -y -ﬁ} 4 3
there, I ’avzpproved For Boioaa 3003108125 » CTARDR T DY LhSHE dotoddm S8 ought
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o be mbolished or dons away with or radieally cianged, Now, we'lve drawmyf up a
1ot of estirates with regard to the peace offencive of the Soviet leaders, In
all of them, we have gone bac: “o the words of Xanin)mpeated pany bimes by
Stalin, that while changes of tactics, strateglc retreats are p«?missiblq)—eﬁd
just as permissible in that thedry as advances, the basie policy of the rermlin
repains and T dontt think, $ierefore, you need expect, tuch as we might like 1%,
that this pease offencive will change in any way the work load of this Apency.,

25X1A
or its importance,

gence,Thank—ewy=—vorytuchy —
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Ladies and Gentlemen, I am deeply touched by your weleome. This is the
first time I have had the honor of addressing you as the Director of Central
Intelligence., The last time I was here, I was on the verge of 1%, but I had
not yet been confirmed and taken over my office. As far as I know, 1 am
here from now on until they throw me out. I plan to devote the balance of
the time that I have to doing what I can to build up the Agency; build up
its egprit de corpg, its morale, its effectiveness, and its place in the
Government of the United States,

1 have, from time to time, recoived presents from visiting dignataries,
very small presents. The other day, I recelved rather an unusual one from
the head of a friendly service. It was a long package which I opened in his
presence, 1 wes somewhat surprised to find that the present was a bocmerang.
I asked him whether he thought 1 should acceot the boomerang as the emblem
of office, He said, "Oh, this boomerang 1s a1l right. It only comes back
half way." I have adopted the "boomerang-on1y~comes~back-half-way" for the
moment. Occasionally I find the boomerang comes back all the way, Bht
we'lre trying to ecut down the number of occasions vhen that happens,

In my experience in intelligence work, I have been impressed with the
ract that two elements are primary: cne is the character of the personnel;
the other s the_training that such personnel receive. There 1s no alterng-
tive; there is mno substitute for either. Intelligence, above all profes-
sions, is no sssembly-line business. It requires unique attributes of mind
and character. 1 hope to do everything possible to try to find ocut, with
the help of those working with me, those among you, and I hope 1t will be
practically all of you, who have those attributes of mind, insenuity, re-

sourcefilness, rerseverence, and patience, which are the escence of a good
1lness, 7@

3 r
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fne of the hardest things in intelligence work, for Americans rarticu-
larly, is the ~uestion of security., I realize many of your problems in ex-
plaining what you do-—how in your ordinary social life can you tell vhat you
are doing without really telling what you are doing?=-—and I've been locking
into that because I don't think as yet we've handled that properly. 1 hope
to get out some further regulations on this subject, as soon as we've ex=—

nlored it further, because 1 think there has been a good deal too much

rigid regulation without the flexibility that is necessary to permit you,
in your ordinary contacts, to be natural without giving away any of the se-
crets of your work, In the work I did in Switzerland, I found that it was
very desirable to have & perfectly legitimate and nmatural story; it was a
1ittle bit near the truth, but it put the incuirer off on the wrong scent.
If I had giied to pretemd that I was doing something totelly different from
what I was doingz, I never would heve gotten away with it.

I »lan to do everything I can to build CIA up as a career service. It
is not emsy, but it is pessible, We've already made real strides in that di-
rector. Intelligence is a kind of career 1n which satisfaction has to come
largely from the work itself. Put I can assure you that in the long run,
that ls the greatest satisfactlion one -ets out of amy career. It's not the
ephemeral advertisement that one may get. We are working now in the most dif-
ficult era that intelligence has ever known, It was child's play to get in-
telligence during the war compared to getting intelligence today from behind
the Iron Curtain., There are new difficulties because some of the most im-
portant targets are in the scientific and technical filelds, which mdes it
herder and harder for the normal and usual individual to be =ble te operate.

But that difficulty is, and must remain, a challenge to us all,
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I think I can assure you that intelligence in this government has
come of age; it has found its position; its imﬁortance is reetgnized, Each
week, I give the intelligence briefing for the National Security Council;
that privilege, which 1 exercise to some extent on behalf of the intelli-
gence communlity, indicates the importance which the highest officials of
government plsce on the intelligence phase of their work. Policy cannot be
established firmly unless it i3 established on the basis of fact.

And finally, I want to say that, as your Director, I propose to see
that the individual rights of the individual smployee are protected and I
shall do that as a high privilege and a high duty, Thank you very much,

I was told that really what you wanted today was to fire some questions
at me, I'11 do my bestto answer all your questions, but if any of them are
not answerzble, T shall see that they are referred to our ew very able In-

spector General for later answer,

Approved For Release 2002/08/22 : CIA-RDP55-00166A000100010001-2



Approved For Release 2002/08/22 : CIA-RDP55-00166A000100010001-2

QUESTION: In these days of economy, do you feel that CIA
could stand & reduction in forece without a marked decrease
in efficiency?

ARSWER: In certain areas, yes, I'd like to see us sogewhat
smeller than we are tcday., But I don't think ﬁhat we can do
much on that immedistely. I think as we all get more profes-
sional, we can possibly reduce our numbers, I'm a great be-
liever in small, efficient, well-knit Frganizations where we
don't have too much paper work and where we can put our minds
to doing the essential thing that is to be doﬁe. One of the
troubles in intelligence today is we have almost too many fe-

ports, and we don't concentrate on the essentlal elements,
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QUESTION: Do you contemplate any new organizational changes in
the Agency?

ANSWER: I do not for the immediate fufture, We've gone through
a lot of organizational changes. Those changes were very largely
patterned on & report that three of us prepared and sqpmitted gev-
eral years ago, the Jackson,[:::::](?), Dulles report, that wes
sdopted by the NSC, By end large, the recom@endations of that re-
port are carried out in the present organization and I think the
thing to do now is to go ahead with the organization that we have
snd let time tell us whether any further changes or adjustments

are necessary,
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QUESTION: How do you evaluate the present intelligence support
that we are giving to the Natlonal Security Council? Is 1t as
good as you would like to have 1t%

ANSWER: If we are ever satisfied with our intelligence coverage,
then something is wrong. One never has all the facts; all one
can do is approximate, I won't say that I am wholely satisfiled,
because if I were satisfled, then I would not be urging on those
who are furnishing the information to even greater efforts, No,
I'm not wholely satisfied, but I feel thalt, given our capab}}}ties,

we are giving the National Security Council a good coverage of fact

on the basis of which td firm up policy.
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QUESTIONs Is there a movement afoot at the present time, as the
press indlicates, to sever overt functions from covert functions

in CIA?

ANSWER: I do not believe that that is at all likely, You have
probably read in the press about the President's Committee on In-
formational Activities, I belleve it is called, somewhat of a cover
name, because that Committee, presiced over by Mr. William Jackson,
will also deal with the reletionship in governmment of our own ace
tivities, We have been in very close touch with that Commitiee
throughout its work, Our representatives have appeared before it,
And I would doubt that its report would effect any substantiel ore
ganizational changes in so far as the relationship of overt and

covert intelligence is concerned in our Agency,
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QUESTION: Do you feel that in the long run the PM type of dpera-
tion belongs in an agency like this?

ANSWER: It is my view that this government cannot effectively carry
on covert operations through two different agencies with different
controls. It is hard enough to get one covert apparatus organized
and functioning in the foreign fleld. If we had two %trying to do it,
T think that it would be extremely difficult, The British had this
same problem before them when, during the war, they had thei? covert
operations in two different baskets, and they found that wisdom die-
tated that they be put together. I'm inclined to think that our
operations--covert operations--should remain under one leadership
and that it would be very difficult to separate secret Intelllgence
from secret, covert operations, On the other hand, I do believe that
there ere certain para-military activities which may reach a volume
and scope that they belong rather in the Pentagon than with us, and

that is a problem which is now under consideration,
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QUESTION: (1) Why are women hired at a lower grade than men?
(2) Do you think that women are given sufficient recognition
in the Central Intelligence Agency? (3) And as the new Direc-
tor of CIA, are you going to do something eabout the professional
discrimination against women?

ANSWER: That first question, I'11l refer to the Inspector Gereral

for & report as to whether the facts sre true, 211

right, sir,) The second question; I am inclined to think that they
sre not, And the third one; if 1t exlists, I shall, 1I'11 give that
to the Inspector General too, and get a report on it, I'm serious

about this, I think women have a very high place in this work, and

if there is discrimination, we're going to see that it's stopped,
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QUESTION: In these days of eannomyd, do you feel that CIA could
stand a reduction in fofce without a marked gegrease in efficiency?
ANSWER: 1In certain areas, yes. T'd 1like to see us somewhat smaller
than we are today, But I don't think that w§ can do much on that
immediately. I think as we all get more professionsl, we can DOS-
sibtly reduce our numbers, I recall in Switzerland, during the war,
T arrived in Switzerlend to carry on Ty work there, and the day I
arrived, the frontler closed so that it was then impossible to get
anyone else into Switzerland to add to my force until the frontlier
opened about two years later. And I started off there with--let's
seo--1 was there, and I had two men and two women, and most of us
had to spend our time ciphering, We were able to recruit a certain
number of people, probably by stealing them from other demartments

of government, and since the frontier wae closed, those other depaft—
ments didn't learn sbout 1t until the frontier opened, And in various
ways, But I found I did very much better work with that small force,

with some recruits that I picked up here and there, In Switzerland

itgelf, than I did after the frontier opened and everybody wanted to
L
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come to Switzerland to practice ihe spy g?me. And I had about
L0 or 50 arrive within two or thiee weeks, From that time on,

I was an administrative officer and trying to find ways of keep=
ing people busy without getting into trouble, So that I'm a
great believer in small, effilclent, well-knit organizations
where we don't have too much paper work and where we can put our
minds to doing the essential thing that is to be done. One of
the trcubles in intelligence today is we have almost too many

reports, and we don't concentrate on the essential elements,
3 b
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QUESTION: When do we get a new building?

ANSWER: That's on the very top of the basket, I have canvassed the
sltuation in the Bureau of the Budget; I have canvassed the situ-
ation among the Congressional leaders, and I find everyone sympathetic,
but the question 1s what to do, There are two possibilities: one

is to find an existing building from which we could oust the present
occupants on the theory of the higher sensitivity of our work, and

the other 1s to get the authority and money to build a new bullding,
We're working along both of those lines, and it is the highest pri-
ority that I have, because I realize the conditions under which we you

work,
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QUESTION: In view of the fact that most well-known republicans are
known for their rather conservative view points relative to world
affairs, in your opinion will these conservative leanings have any
offect upon our estimating function?

ANSWER; If we allow ourselves to be influenced by political or other
considerations such as right-wing or left-wing tendencies in our eg-
timating, then we are failing in our work, Polities plays no role
in this Apency., Anybody that wants to get into politice actively

or to have any political activity, better leave right away quick,
because I won't tolerate that; I won't allow myself to do it; I
won't allow anybody else to do 1t while they're in the Agency. Ob-
viously, you can exercise your right to vote, but I don't want poli-
tics coming into this Ageney. We're going to keep this Agency out
of politics, as far as I'm concerned, and we're going to keep poli-

tics out of our estimating.
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QUESTION: Would you please comment upon a recent editorial in the
public press which implied'that CIA's clandestine activities im-
periled the orderly develovment of the U.s. fofeign policy?

ANSWER: I don't agree with the editorial. I think I know the

one you refer to. We have quite a problem in dealing with the
press, It's more or less my policy to take it in my stridé, not

to get too exclted about it, We're going to be attacked from time
to time, If we start to answer attacks, directly, even false attacks,
1 think we'll get ourselves into a 1ot of trouble, If we answer the
false attacks and don't answer the other attacks, then we might be
deemed to be confirming certain allegations made &bout us. I be=-
lieve in maintaining very friendly relations with the press. I
think I have very good relations personally with a large number of

people but I don't propose to get into any newspaper controversies,
D=5y
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QUESTION: 1Is the abundance of military personnel necessary in a
ecivilian organization?

ANSWER: Well, the percentage of military personnel with us is
relatively low, about 10%, I consider them an extremely valuable
and indispensible addition to our staff, We have some of the ablest
men in the armed services working for us and with us, And I wnuldnit
change that in any respect, We have very importapt reSponsibilitieé

in the field of intelligence to the Armed Services, Take the si-{:;ﬁa‘-

25X1A

job, No, I don't think we have too many. The percentage is about :

right, I think the caliber is very high,
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QUESTION: 7You stated upon becoming the Dirsctor of Central Intel-
ligence that you'd meke every effort to meet as many employees as
possible on the '"working level." How successful have you been?
ANSWER: I haven't been very successful so far, but I'm going to

be, As you know, there was gqulte a long while before General Cabégl
came on board and took over as Deputy, Then with the change of ad-
ministration there was a tremendous amount of briefing to do, The
new offieials of government had to bs biiefed about our aectivities,
The new work of the National Security Council, which is very important,
takes a vast amount of time-~far more time than it did in the past—-
because of the briefing that I referred to and because of certain
new activities of the National Security Councll, So that during the
last two or three months, I can assure you that I've been pretty
busy, Now General Cabdll is on board and I think we're getting_the :

administrative organization working more smoothly and I can essure

you that before the temperature gets to 110 in your buildings I'm

il

going to visit them, Try to keep the temperature down,
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'_ QUESTION: The CIA organization is functional, but 90% of our prob-

.' lems are regional and deal with capabilities or intentions of particular
%pouﬂtries, Wouldn't we, therefore, be better off with a regilonal

set-up 80 that we would go to one place for the answer to the average
question jnstead of going to half a dbzen functlonal nlaces at the
prasent time?

AﬁSWER: Well, I don't think one hes to go to & half a dozen, I do
oftenffind that I go to two places; that is, I'11 want to get the

1dens sbeaé~f of the operational fellow, Let's take a question 1llke

25X1A

prospective, But I find that if I get those two angles on the subject,
I am pretty well sdvised as to wmt the situation is, Now I realize
that there are many elements thail feed up to both of those two indi-

viduals, let us say, in their respertive sides of the shop, By and
4
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large, if I get hold of two or three, I think I can get a pretty
good slant, I don't think you could wisely put those together,
because the cperational fellow tends to have one view of things
loocking at it from operations, and its well to temper that with
the view of the person that looks at it from the long broad hls-

toricel and research angle,
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QUESTION: Would you say that the Central Intelligence Agency will
be a permanent governmental function, even if the USSR has 8 modie
fied change of heart and begins *o behave 1tself?

ANSWER: I think the CIA is here to stay. I don't think there's
any slight doubt on that point. I've had a great deal of contact
during these last few weeks with the Congress and every once in a
while we get a bit of eritfeism here snd there, but I have never
run into anybody in Congress who indiestes that the CIA ought to
be abolished or done away with or radically changed, Now, we've
drawn un a lot of estimates with regard to the peace offensive of
the Soviet leaders. In all of them, we have gone back to the words
of Lenin, repeated many times by Stalin, that while changes of tage
tics, strategic retreats are permissible, just as perméssible in that
theory as advances, the basic policy of the Kremlin remains and I
don't think, therefore, you need expect, much as we might like it,
that this peace offensive will change in ény way the worklead of

thls Agency, or its importance,
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QUESTION: We have combined these three questions, Mr, Dulles,
and you've been asked this kind of question before, (Dulles:
It doesn't relaste to coffee, does it?) Do you want that one
first? It says would it be possible to have the food at K
Building as high in quality as in price? Then it goes on to a
parenthetical question: Our work is seasoned but our food is
not,

ANSWER: Shane, will you fix a day that I can go down and try
this myself? May I say that the food down below in our little

shop where we have it comes up just about as bad as it can be,

aeo 13T REE
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REMARKS OF
LT. GENERAL CHARLES P, CABELL, USAF
AT THE
TENTH AGENCY ORIENTATION COURSE

5 May 1953

LR I R

Col, Baird and fellow members of CIA: You know that "fellow members
of CIA" business sounds pretty good to me, a 1little strange, but still pret-
ty good, This is my first speech since assuming the Office of Deputy Direc-
tor of Central Intelligence, and I am pleased that the occasion 1s a training
program of our own., The strength of the Central Intelligence Ageney, or any
organization for that matter, depends to a large degree upon the brand and
amount of training given to the men and women doing the various tasks, Maybe
you notice my using the words "our own," which I have done with deliberate
pride, because this is one method of driving home to myself the fact that I
am now part of that Agency with which I've worked for a good number of years,
I have always acknowlsdged this Agency as possessing a unique responsibility
in the field of intelligence., Not only is the Director of Central Intelli-
gence the leader in coordinating all efforts to produce the best national
intelligence, but the whole Agency shares that leadership responsibility.,
Now, I find myself with you, as an integral part of this leadership functlon,
and in the position of having to "put up or shut up." My Intention is to

"put up,”

Many of you know that I have spent considerable time during the past few
months going from office to office in the Agency, to be thoroughly briefed on
organization and functions and current problems. I assure you that I could
have spent much more time to very good advantage on these subjects that were
covered with a degree of thoroughness which I appreciate, Since I have heard
and read so much about our Agency, perhaps you would be interested in some of
my impressions,

First, it is generally easy for any of us to distinguish between a "staged
event" put on to impress, and the telling of a genuine story, I think that I
heard genuine stories, Thus, as the personnel of the various offices explained
their responsibilities and deseribed their functions, I acquired a conviction
of competence and dedication to their work, In every segment of the Agency I
found men and women who did not appear to have attributes of "clock watchers,"
merely filling-in their time, Rather, they appeared to have a profound appre-
ciation of why they were performing certain duties in this complex pattern of
national intelligence, They seemed to know full well that in this intelligence
business, there is no limit to the amount of time one can devote to it. Anm
intelligence worker can always "dig a 1little deeper.,"
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When 1 considered that little over a decade ago no such structure as
this existed, I was given a sense of confidence by the thoroughness of the
continuing development of the Agency. I met collectors, linguists, couriers,
coordinators, producers of estimates, administrative officials, clerical and
gsecretarial personnel, lawyers, training officers, scientists, economisis,
operators, area specialists, machine experts, librarians, and a host of other
categories that comprise the units of teamwork we cz1l the CIA, It is obvi-
ous that one coach, whether he be Director or Deputy Director, cannot call
all the signals to make the moves of national intelligence click vith effici-
ency, which they must do in the vital interest of the security of our nation,
Hence, wmy feeling of confidence was indeed great when I noted the assumption
of individual responsibility by each one in the several offices of the organi~
zation, Working in this fashion, under the policies and regulations promul=
gated throughout the Agency, brings assurance of success in attaining our
goals,

Besides the attitude of sincerity toward one's task, whatever it might
be, I was also impressed by the efficiency of the product, Systems have been
designed on the job, and sdopted, to sift through the multitude and variety
of materisl collected by the Departments end by CIA, Production machinery now
works well to render support to the estimating function, both in CIA and the
Departments, These are but two exsmples of worthwhile performances,

As I went through these pleasant experiences, I could not but feel that
attitudes were outstandingly good, efficiency was of high calibre, and that
all shared a conviction that our work here is of vitel importance,

I noticed some other things too:

First, the Agency has had 1ts share of organizational changes in the
past few years, Having known the Agency for quite a long time with a certaln
degree of intimacy, I feel that the pattern of changes was needed to bring
that strength of operation which now exists in our several functions, How-
ever, regardleas of: the benefits achieved by the alteration and modification
of functions, I am very conscious of the human element which might be lost
and receive no sympathetic consideration or explanation in the flux of change,
From my observation, I believe that most of you must have had knowledge of
the wesknesses, and a clear conviction of the reasons for adopting the new
methods and procedures, because you now speak and act with assurances of
strength,

A second thing I noticed was that the Agency has achieved stature, and
you carry on with a unity of purpose even though you are scattered all over
town and in a variety of buildings, Many of these buildings are hardly sound-
proof enough to shelter a noisy argument, Though my old Alma Mater, the
Pentagon, has been the butt of many jokes--some good—I must admit that the
massive structure, by providing space for most military intelligence activi-
ties, does ease many problems which unfortunately we must continue to live
with--at least for the time belng--in CIA., The time consumed between

-
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buildings, the difficulties of security which increase in direct proportion
to the number of locations, the human lethargy generated by distance which
discourages persons getting together on items that could benefit by the "per-
sonal" touch, all these and many more problems will continue as long as we
are housed in the bit and piece fashion,

Now that I've told you how I feel about you, you'll have to figure out
for yourselves what to expect from me, Here are some indicators, Basically,
you should know that I consider this a most important assignment, and that
I come into it with enthusiasm, Having spent my entire adult 1life in the
military service, I might be expected to consider this as merely another
change of duty for me. Such is not the case., Let me assure you that 1
burned many bridges in the Air Force and, with a freedom of decision, cast
my lot with you, I did so because I consider these functions, of producing
national intelligence estimates and of coordinating the total intelligence
effort of our Federal Government, of essential and prime importance if our
policies are to possess the strength and accuracy to save civilization,
Furthermore, instead of hastening into the job, I was doubly pleased to
wait and to study the Agency, until the legislation covering my position
wes fully clarified, because I hope to be here a good long time,

Many persons too often jump to the conclusion that the arrival of a
new official means inevitable drastic change in organization, Reat assured,
however, that I, for one, come with no bias for alteration, and my words of
sincere congratulations to you should assure you that what 1 saw and heard
gave me confidence in present procedures, However, while I do not favor
radical, revolutionary changes in the activities of any agency, 1 am a firm
believer in evolutionary modifications which are made with temperate and
thoughtful steps.

Therefore, I hope that we will never just tread water to keep ourselves
abreast of events, but will always be alert to the necessity for developing
and improving our methods, Without this approach, we could easily stagnate
in mediocrity. \

CIA is a tremendous challenge to all of us as individuals--and to all
of us as members of a collectlve team,

All tasks to a degree are challenges, of course, let me explain why I
feel that this, as I see it, is something of a unique challenge.

CIA is engaged in a variety of intelligence activities and special opera-
tions, which have been housed in a single agency. The very job of conducting
our work without disclosing our hand presents a tremendous obstacle,

Our intelligence work is carried on at a time when we are in greater need
of good intelligence than at any time in the history of this nation. Sound

National Policy and the success of our Armed Forces may be determined to a
large extent, as well as those of the service intelligence agencies, by the

-3-
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success or failure of CIA effort, With this tremendous responsibility rest-
ing on our shoulders, we naturally would expect to look to the "old hands"—-
to the veterans of 0SS and CIA, When we do this, we find that our Agency is
80 new that few men have more than six years of service--only rarely do we
find one with ten years of service, There are few "old timers.," The mantle
of our great responsibility rests squarely on the shoulders of the very fine
group of competent young men and women who now occupy the key positions in
CIA, I might add that I served in England for a time in World War II and was
in close touch with British Intelligence, That service has been in existence
for generations, Yet today, as America assumes its heavy if not fundamental
responsibilities in world affairs, we have little tradition in strategic in-
telligence., And so the very newness of our service, when related to the
scope of its task, presents one of our great challenges,

We work, as I am sure you have already noticed, in a highly specialized
atmosphere, It is certainly not an atmosphere for the faint of heart and
those who are discouraged easily., To the conscientious and able, I believe
it offers a wonderful opportunity.

Each day brings new tasks to CIA, which in some respects are unique.
It is challenging to play a part in helping to solve these problems,

As we progress or as we encounter obstacles in our work, I believe we
might profitably read again the history of the United States to refresh our-
selves on the tremendous obstacles that our Forebears overcame, For, in the
final analysis, the development of this Agency is a part of the growing ma-
turity of Americass a nation. While we do not travel as rough a road as
the pioneers, there will be times when it appears as rough, It certainly is
not always smooth, I am proud to have a part in this development, just as
I know you are, One of the reasons that our intelligence service is so new
is that we were reluctant for years to admit that participation in intelli-
gence was a nationally permissible activity., Even today, as a nation, we
tend to be very conservative regarding our political and psychological roles,

As for this Agency, it is important for us to understand that in many
respects we are here to provide certain intelligence to the military services.
It is likewise important that the military services understand our general
objectives and capabilities, Effectiveness cannot be achieved unless the ef-
forts of CIA and the efforts of the Department of Defense are brought into
complete harmony, There is nothing more useless than highly organized mili-
tary force lacking in intelligence, Perhaps one thing is more useless--a
carefully documented intelligence report which is confined in its distribu-
tion and not made available to the military commanders, The two--intelll-
gence and military power--are completely interdependent. To help bring
them into correct relationship and to keep them there, is one of our con-
stant challenges,

Because of my experience with Air Intelligence and with the Joint Chiefs
of Staff, I hope to be helpful in continuing the marked improvement in mutual

-l
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understanding between CIA and the Department, which has taken place during
the past two years, Along this line, I 1like to insist on the thought that
"Departments" and "Agencies" as such do not exist, for these are just gen-
eral words covering a lot of people, Hence, the lessening and elimination
of problems can be done by bringing persons together. This personal ap-
proach begets confidence and efficlent results,

With the growth in size of organlzation and the development of complexi-
ties, we are compelled to allot functions and to divide tasks because of the
pressure of time and the need for expert advice, This trend toward categories
of "experts" creates the real but inevitable danger of putting blinkers over
our vision of the total task to be done. The overemphasis of the segmentdis-
torts the whole product. This very human trait is augmented by the physical
arrangement of our offices where distance might easily lend a false independ-
ence to what is being performed, Accordingly, I would like to remind you
that while we must ever strive to get the best information on any pertinent
subject and be able to refine and distill the products in minute fashlon, we
must never lose our focus on the total job to be done, In most positive man-
ner, each person must do his or her task with the ever present recognition
that said task is a piece of a jigsaw, which will have usefulness only when
properly aligned with many other pieces to form a picture,

I shall conclude my remarks with a reminder that the most important fac-
tor for our success is the proper handling of people, at all levels through-
out the Agency, This job cannot be left to chance, It must ever be done with
education which comes from full knowledge and appreciation of duties, Our
strength of the present and our advance for the future depends wholly on get-
ting the best candidates, and on preparing them to assume their duties with
zeal and competency, Experience has shown that we cannot go to the outside
and get from academic institutions or from industry persons who can immedi-
ately be classed as "intelligence officers," Therefore, I am glad that we
have developed under General Smith and our new Director, Mr, Dulles, the
framework of a competent career system, This career service program and the
various mechanisms which are to mske it work comprise the very backbone for
strength in the long-term approach of all our tasks, Its aim is to assure
that we always get the best equipped person in the most appropriate spot, so
that he can turn out the best product. That is the best way I know of for
assuring good morale, ‘

This reminds us that when individuals are selected to come into such a
system, they should never overlook the fundamental point that throughout their
career in intelligence the selectivity factor 1s recurring constantly as per-
sons are being considered for certain jobs, .Thus competency is continually
being evaluated., This is where the ever-present task of training is conspicu-
ous, to equip our people with the needed skills,

Throughout my remarks this morning I stressed the importance of the per-
sonal element in all we do, Therefore, I hope that I can live up to my own
resolution to visit with you often and keep close to what you are doing.

-5
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Gol. BairdycgEEiwsemes and Tellow Heibers of CIAgYou know that

"fellow members of CIA" business sounds pretty good to me, a 1ittle strange,
but still pretty good. Thié is my first speech since assuming the Office of
Deputy Director of Central Intelligence, and I am pleased that the occasion
is a training program of our own. The strength of the Central Intelldgence
Agency, or any organization for that matter, depends to a large degree upon
the brand and amount of training given to the men and women doing the various
tesks. Nﬁ;\be you notice my using the words "our own",which I have done with
deliberate pride, befause this is one method of driving home to mjselfx the
fact that I am now mrt of that Agency with which I've worked for a good
nurbef of years. I have always acknowledged this Agency as possessing a
unique responsibility in the field of intelligence, Not only is the Director
of Central Intelligence the leader in coordinati®h all efforts to produce the
best national intelligence, but the whole Agency shares that lesdership
responsibility, Now, I find my belf with you, as an integral part of this
leadership function, and in the position of having to "put up or ghut up",
My intention is to "put up".

Many of you know that I have spent considerable time during the past few
months) going from office to office in the Agency, "to be thoroughly briefed
on organization and functions and current problems, I assure youx that I could
have spent much more time to very good advantage on these subjects that were
covered with a degree of thoroughness which I appreciate, Since I have.heen

heard and read so much sbout our Agency, perhaps you would be interested in

some of my impressions. gW
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First, it 1s generally easy for any of us to distinguish between a "staged

event" put on to impress, and the telling of a genulne story. I think that
I heard genuine stories, Thus, as the persimnel of th_e marious offices explained
théir responsibili'biesk_ and described their functlons, T acquired 8 conviction
of competence and dedicstion to their work. In every segment of the Agencyy I
found men and women who did not appear 6% have attributes of “clock watchers",
merely filling-in their time. Rather, they appeared to have a profound appre-
ciation of why they were performing certain duties in this complex pdTern of
national intelligence. They seemed to know full welijy that in this Intelligence
business, there is no limit to the amount of time one can devote to it, An
Intelligence worker can alwsys "dig a 1little deeper'. A

"} - When I considered that little over a decade ago) mo such structure as
this existed, I was given a sense of confidence by the thoroughness of the
continting development of the Agency. I met collectors, linguists, couriers,
coordinators, producers of estimates, administrative officilals s clerical and
secretarial personnel, lawyers, training officers, sédentists, economists,
operators, area speclalists, machline experts, librarians ,'.and a host of other
categories that comp:’ci'se the unit&of teamwork we cell the CIA, It is obvious
that one coach, whether he be Director ;uf'Deputy Director, cannot call all
the sigr'xalsr to make the moves of national intelligence* click with efficiencyp-
which they must do in the vital interest of the security of our netion. Hence,
my feeling of confidence was indeed gre_atx when I noted the assumption of
individual‘respomsibility:x by each one 1n the several offices of the_ organ-
ization., Working in this fashion, under the policles and regulations promulgated

throughout the Agency, brings assurance of success-in attalning oui'. goals,
gencyy

2
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Besides the attitude of sincerity toward one's task, whatever it might
be, I was also impressed by the efficiency of the product. Systems have been
designed on the job, and adopted, to gift through the multitude and variety
of material collected by the Departments efdd by CIA. Production machinery
now works well to render support to the estimating function, both in CIA and
the Departments, These are but two exemples of worthwhile performances.

As T went through these pleasant experiences, I could not but feel that
attitudes were outstandingly good, efficiency was of high calibre, and that
all shared a conviction that our work here is of vital importance,

T noticed some other things toos

First, the Agency has had its share of organ'izational changes in the past
few years, Having known the Agency for quite a long time with a certain degree
of intimacy, I feel that the pattern of changes was needed to bring that strength
of operationy which now exists in our several functilons,. Howeirer, regardless
of the benefits achieved by the alteration and modification of functions, I
am very conscious of the human element which might be lost and receif¥e no
sympathetic consideration or explanation in the flux of change, TFrom my
obgservation, I believe that most of you must have had knowledge of the weaknesses,
and a clear conviction of the reasons for adopting the new methods and procedures,
because you now speak and act with assurances of strength.

A Becond thing I noticed was that the Agency has achieved stature, and
you carry on with a unity of punpose e¥en though you are gcattered ell over town
and in a variety of buildings. My of these buildings are hardly soundproo f
enough to shelter a noisy argument, Though my old Alme Mater, the Pentagon, has
been the butt of many jokes —- some good -- I must admit that the massive
gstructure, by providing space z"’@r most military intelligence activiﬁes , does

ease many problems which unfortunately we must continure to live with -
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at least for the time being — in CIA, The time consumed between’ buildings,

the difficulties of security which increase in direct proportion to the number
of locations, the human lethargy generated by distance which discourages persons
getting together on items that could benefit by the "personal® touch, all these
and many more problems will continue as long as we are housed in the bit and
p;ece fashion,

Now that I've told you how/Ih feel about you, you!ll have to figure out
for yourselves what to expect from me, Here arersome indicators, Basically,
you should know that I consider this a most important assigmment, and that
I come into it with enthusiasm, Having spent my entire adult 1ife in the
military service, I might be expected to consider this as merely another change
of duty for me, Such is not the case, Let me assure youy that I burned many
bridges in the Air Forcey and, with a freedom of decision, cast my lot with you',
I did so becawyfse I consider these functlons,of producing national intelligence
estimates, and of coordinating:i&étal intelligence effort of our Federal
Gévernmen'b, s of essential and prime importancey if our policles are to possess
the strength and accuracy to save civilization, Furthermore, instead of
hastening into the job, I was doubly pleased to wait and to study the Agency,
until the legislation covering my position was fully clarified, because I hope
to be here a good long time,

Many persons too often jump to the conlusion that the arrival of a new
official means ineviteble drastic change in organization, Rest assﬁred,
however, that I, for one, come with no bias for alteratlon, and my words of
sincere congratulations to you should assure youy that what I saw and heard
gave me confidence in present procedures, However, while I do not favor
radical, revolutionary changes in the activities of any agency, I am a firm

believer in evolutionary modifications which are madewith temperate and

thoughtful steps.
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Therefore, I hope that we will never just tread water to keep ourselves
abreast of events, but will always be alert to the necessity for developing
end improving our methods. Without this approach, we could easily stagnate
in mediocrity,

CIA is a tremendous challenge to all of us as individusls - and to all
of us as menmbers of a collective team,

A1l tasks to a degree are challenges, of course, Let me explain why I
feel that this, as I see it, is something of a unique challenge,

CIA is engaged in a variety of intelligence activities and special

operations, which have been housed in a single agency. The very job of condue-
ting our work without disclosing our handy presents a2 tremendous obstacle.

Our intelligencé worlky is carried on at a time when we are in greater
need of good intellégencq*:than at any time in the history of this nation,
Sound National Policyy and the success of our Armed Forceq‘fmay be determined
to a large extent, as well as those of the service Intelligence agencies,
by theA;uccessp or fallure of CIA effort, With this tremendous responsibility
resting on our shoulders, we naturally would expect to look to the "old hgndsy"
-~ to the veterans of 053 and CIA, When we do this, we find that our Ageney is
so nevy thay few men have more than six years of servicey - only rarely do
we find one with ten years of service, There are few "old timers." The mantle
of our great responsibility rests squarely on the shoulders of the very fine
group of competent young men and women who now occupy the key pesitions in CIA,
I might addy that I served in England for a tihe in World War ITy and was in
close touch with British Intelligence. That service has been in existence
for generstions, Yet today, as America assumes its heavy:x’if not fundamental
responsibilitlies in world affairs, we have little tradition in stratepic
intelligence. And so the very newness of our services?when related to the scope

of its task, presents one of our great challenges.
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We work, as I am sure you have already no‘biced/ inihigMy gspeclalized
atmosphere, It is certainly not an atmosphere for the fuint of hearty and those
who are disdouraged easily. To the conscientlous and able, I believe it offers
a wonderful opportunity.

Each day brings new tasks to CIA, which ln some respects are unigftle.

It is challenging to play ?ré.rt in helping to solve these problems,

As we progressy or as we encounter obstacles in our work, I believe we
night profitebly read again the history of tke United States to refresh
ourselves on the tremendous obstacles that our Forebeara overcame, For; ::he
final analysis, the development of this Agency‘. is 8 part of the growing maturily
of America as a nation, While we do not travel as rough a road as the pioneers,
there will be times when 1t appears as rough. It certainly is not always smooth.
T am proud to have rt in this development, just as I know you are, Ome
of the reasons that our intelligence service is so new* is that we were
reluctant for years to admit that participation in intelligencek was a nationally
permissible activity. Even today, as a nation, we tend to be very conservative
regarding our political and psychological roles.

As for this Agency, 1t is important for us to understendy that in many
respectywe are here to provide certain intelligence to the military servieces.
It is likewise important that the military services understand our general
objectives and capabilities. Effiectiveness cannot be achleved unless the
efforts of CIAX and the €forts of the Depaptment of Defense are brought into
complete harmohy, There is nothing more useles:;( then highly organize&
military force lacking in Intelligence., Perhaps one thing 1s more useless =
a carefully documented intelligence repor‘l;‘ whlch is confined in 1ts distribu-
tioxy and not made available to the military commanders. The two: intelligence
and military power - are completely interdependent., To help bring them into

correct relationshipy and to keep them there, is one of our constant challenges,
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" Because of my experience with ASr Intilligence and with the Joint Chiefs of
; Staff, I hope to be helpful in continuing the marked improvement in mutual
‘%\ understanding between CIA and the Department, which has taken place during

the past two years. Along this 1line, I like to insist on the thought that
"Depgriments” and "Agencied as such do nob exist, for these are just general
words covering/iot of people. Hence, the lessening and elimination of problem%
can be done by bringlng persons together. This personal approach begets
confidencg,( and efficient results.

With the growth in size of organizationXand the development of complexities,
we are Compelled to allot functlons and to divide tasksh bedause of the pressure
of time and the need for expert advice, This trend towarddecategories of "experts "
creates the real but inevitable danger of putting blinkers over our vision of
the total task to be done., The overemphasis of the segmentx distorts the
wholé. . product, This very human 'brai*bx is augmented by the physical arrangement
of our offices vhere distance might easily lend a false independencey to what
is being performed., Accordingly, T would like to remind youy’ that while we
must ever strive to get the best information on any pertinent subjecty and be
able to refine and distill the products in minute fashion, we must never lose our
focus on the total job to b2 done. In most positive manner, each person must
cﬂb.his or her tasky with the ever present recognitiony that said task is a
plece of a Jigsaw, which will have usefulness only when properly aligned with
many other piecesy to form a picture.

T shall conclude my remarks with a remi_nderx that the most important
factor for our success 1s the proper handling of peopls, at all levels through-
out the Agency. This job cannot be left to chande. It must ever be done with

education which comes from full knowledge and appreciation 49 duties,

—7—
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Qur strength of the presenty and our advance for the future x dependg wholly
on getting the best candidates, and on preparing them to assume thelr dutiesy
with zeal and competency. Experience has shown that we cannot go to the outs
side and get from academic institutions_( or from industryy persons who can
jmmedietely be classed as"intelligence officers." Therefors, I am glad th at
we have developed under Gemeral Smith and our new Director, Mr, Dulles, the
framework of & competent career system. This career service programy/and the
various mechenisms which are to make it worky comprise the very backbone for
gtrength in the long-teem approach of all our tasks., Its aim is to assure that
we always get the best equipped persony in the most appropriate spot, so that
he can ‘turn out the best product. That is the best way I know ofy for assuring
good moralse.

This reminds usy that when individusls are selected to came into such
a system, they should never overlook the fundamentel point that throughout
their career in intelligencey the selectivity factor is recurring constantly
as persons are being considered for certain jobs. Thus competency is continually
being evaluated, This is vhere the ever-present task of training is consplcupuss
to equip our people with the needed skills,

#* % % #  #f #

Throughou:{,' my remarks this morning I siressed the importancé of the

personal element in all we do. Therefore, I hope that I can live up to my own

resolution to visit with you oftenx and keep close to what you are doing.
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1, Mr. Allen W, Dulles, at the Ninth Agency Orientation Course,
on 13 February 1953, spoke to Agency personnel for the first time as
the Director of Central Intelligence.

2, It is believed that Mr, Dulles' remarks will be of general
{nterest throughout the Agency and are attached hereto for the infor-
mation and guidance of all concerned,
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REMARKS OF
MR. ALLEN W. DULLES
AT THE
NINTH ORIENTATION COURSE

13 February 1953

* % XN ®

I had a rather pragmatic introduction to intelligence in World
War I, and from then on I have had a taste for it that I never have
seemed to be able to get out of my system; and it looks as though now
I have it in my system for good and all, I look upon this, as far as
I am concerned, as a continuing job. That, of course, is subject to
the pleasure of the President, and reasonably good behavior and some
performance on my part.

Some years ago, Bill Jackson and I sat down and spent a good
bit of a year, with such experience as we had behind us, in outlin-
ing the kind of organization that we folt should produce intelligence,
provided you could get the key thing you need, trained personnel,
That general blueprint is, I believe, sound, General Smith and Bill
Jackson, and to some extent myself, during the past two years, with
the able help of many others, have been trying to put that blueprint
into effect. Naturally we have changed 1t here and there, but by
and large, we have today, I believe, a working organization. We
have a pattern which can produce intelligence. . That is vhy the work
that Matt Baird in the Office of Training and those that work with
him is so important, because no blueprint of this kind is of any
value whatsoever unless we have trained people to carry it out,

What I think has been accomplished over the past few years, as
far as this Agency is concernmed, is the gaining of the cooperation
and confidence of other intelligence agencies throughout thls govern-
ment., We are now a team, We are working as a team, When we find
there are problems, we have the machlnery to work them out, We can
start from today with that, I believe, as an assured and solid basis,
I think, too, we have a workable organization, dividing our own func-
tions up as they reasonmably should be divided, between the covert and
the overt, between the production of intelligence, ending up in the
finished product of the National Estimetes, and what is done on the
covert side on the collection of intelligence,

Very largely thanks to General Smith, we have, I believe, a se-
cure position--no, secure is too strong a word--we have a respectable
position insofar as public opinion is concerned, But we can never
rest on that., It is only by performence that we can maintain our
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position, We are going to make mistakes, and those mistakes will
£ind their ways into editorials and columns of the press, That we
can take, if we have a solid performance to counter-balance it, I
wouldn't want to believe in an organization or be a part of an or-
ganization of this kind that was afraid to make mistakes, because
if you're afraid of that, you're afraid of doing things, And we are
in a dangerous game., The only thing that we have to do is to put
our best judgment into each thing that we attempt,
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And further, I think we have reached a point where intelligence
is no longer a stepchild. Intelligence has really now found stature
throughout this govermment. Cne of the most encouraging evidences
of this is the willingness and desire of General Cabell, whom I con-
sider one of our most outstanding officers in intelligence, to come
with us and make intelligence a career, '

Now, that is where we stand today. It is a very, very fine
heritage and we must carry it on, We can only do that if we de-
velop the highest professional standards., I'm not interested in
numbers., I hope we can cut down on numbers, and maybe that is not
only a hope, maybe we'll be forced to; the pressure in government
now is to cut down, and I think 1t is a proper pressure. I hope
this Agency will be known as the hardest agency of government to
get into. And I hope that we will be able to build up the reputa-
tion that we have one of the lowest turnovers in government,

We want to build this as a career service, You know our plans
for that, We don't want people here that only come for a few years
of training and experience, because they think it may be a glamorous
occupation. It is, I think, the most exciting occupation and the
most exciting career that one can have, But it is a career, and
you must face it very frankly, in which anonymity is important. The
satisfaction has largely got to be in the fact that you are accomp-
1ishing something vital for the government and that in doing that
you will have also some of the most interesting types of work that
any people can have, It's rather against American traits, you know,
not to tell what you're doing, not to be able to boast of accomplish-
ments, and for that reason, I think, in some ways it is harder in
this country, because of our background and training, to build an in-
telligence service than in some of the countries in Europe. But we
are learning and must learn, and I am gratified by the extent to
which so many of you throughout the Agency are devoting yourselves
to this, selflessly, knowlng what the work entails,

I think I can say that I haven't in my head at the moment any
great new plans of reorganization. Don't worry about that., Let's
go ahead on the blueprint that we have and only as time proves that
changes are wise put them into effect,

-3-
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It is an unwritten rule that one does not quote the President but
I think I'd be justified in breaking that rule on this point. Presi-
dent Eisenhower said to General Cabell and me the other day, very earn-
estly: "Your agency has the largest amount of unvouchered funds of any
agency in government. I realize that it 1s necessary that you have them,
But those unvouchered funds must be a sacred trust; and you must see to
it that there is no abuse of the confidence and privilege which 1s re-
posed in you and in the Agency in handling those funds." I wvant that
word to go right through this Agency. I'm going to watch the use of
unvouchered funds with the greatest care and see that they can be jus-
tified in their expenditure just as much as other funds, even though
we have the privilege of not advertising how we spend them,

In our work, anybody can make mistakes, that I realize, But the
one unpardonable sin and where we have gotten into difficulty sometimes
in the past is to try to cover up as among ourselves mlstakes that are
made, And that is one thing I want to impress on you, If you make a
mistake, that will probably be forgiven, If you try to hide mistakes,
so that proper and prompt action cannot be taken to correct them, there
18 no real excuse for that, And anyone in this Agency, too, has the
right to be heard, General Smith, as you know, has established the
Office of the Inspector General, While frivolous appeals over the
heads of one's immediate superiors are a bad practice, there is there
an appeal open to anyone in the Agency, if he has suggestions to meke,
or if he feels that injustices are being done,

I hope, personally, to try to establish personal relations with
as many as possible in the Agency. One of the first things I want to
do 18 to go around and travel among our far-flung buildings, much too
far-flung and much too numerous, and get to know everyone as far as 1
can personally, Among the first things I'm going to work on is the im-
provement of the conditions undepr which we work and the provision of a
new building so that we can add greatly to our efficiency and to the
security of the Agency as a whole,

We have today, in the field of intelligence, the greatest chal-
lenge that intelligence has ever faced. I've often talked to you
about some of my experiences in World War II when I was in Switzer-
land, vorking into the enemy countries, Germany and Italy. That wes
child's play in comparison with the task of getting intelligence with
respect to our present main target, Soviet Russia, We've got to be a
lot better than we were, We've got to be a lot wiser., We've got to
develop new techniques. That is one of the reasons why training is so
essential, It is one of the parts of the Agency that I will back to
the hilt., The Iron Curtain is a real curtain against intelligence and
1t's being increased and improved every day. Berlin is really being
cut in half., Satellite countries are beirng protected from contact with
the west by every means, mechanical and technical and otherwise, That
is the challenge, and it's up to us to make the response, We have in
this country the men and women with the ablility and courage to do 1%,
and I consider it a great privilege to be with you in trying to Bee -
that it is done, Thank you very much,

—dym
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I had = ra.thet{ pragmatic introduction to intellig¢nce in World War I,
and from then on Ilhad a taste it that I never havy seemed to be able to
get out of my system; and it looks as though now I it in my system for
good and all, I look upon this, as far as I am concerned, as & continuing
job, That, of course, is subject to the pleasure of the President, and rea-
sonebly good behavior and some performance on my part.

Some years ago, Bill Jackson and I sat down and spent a good bit of a
year, with such experlence as we had behind us, in outlining the kind of or-
ganization that we felt should produce intelligence, provided you could get
the key thing you need, traired personnel, That general blueprint is, I be-
lieve, sound. Generel Smith and Bi11 Jackson, and to some extent myself,
during the past two years, with the able help of many others, have been try-
ing to put that blueprint into effect, Naturally we have changed it here and
there, but by and large, we have done--that-se-thes today, I belleve, we-h=ve—
a working orgenization, We have a pattern which can produce intelligence, anéd—
TEmt is why the work that Matt Baird in the Office of Training and those that
work with him is so important, because no blueprint of this kind is of any
value whatsoever unless we have trained people to carry it out.

What I think has been accomplished over the past few years, as far as this
Agency is concerned, is the gaining of the cooperation and the confidence of
other intelligence agencies throughout this government, We are now a team, We
are working as a team. When we find there are problems, we have the machinery
to work them.out,&mikk can start from today with that, I believe, as an assured
and solid basis. I think, too, we have a workable organization, dividing our
own functions up as they reasonably should be divided, between the covert and
the overt, between the production of intelligence, ending up in the finished
product of the National Estimates, and what is done on the covert side on the
collection of intelligence,

Very largely thanks to General Smith, we have, I believe, a secure posi-
tion--no, secure is too strong a word--we have a respectable position insofar
as public opinion is concerned. But, we can never rest on that. WoThEve—te—
ettt te i —tm—ttme—emd {t is only by performance that we can maintain our
position., We are golng to make mistakes, and those mistakes will find their
ways into editorials and columns of the press. Thet we can take, if we have a
solid performance to counter-balance it. I wouldn't want to believe in an or-
ganization or be a part of an orgenization of this kind that was afraid to

B
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make mistakes, because if you're afraid of that, you're afraid of doing things,
And we are in a dangerous game, The only thing that we have to do is to put
our best judgment into each thing that we attempt, eﬁl&mw; "g% {;

And further, I think we have reached a point where in¥elligence is no
longer a stepchild. Intelligence has really now found spéiture throughout this

government., One of the most encouraging thimme at--haf-ooous bo—~ine—waa
the willingness and desire of General Cab@R{ whom I consider one of {3g most
outstanding officers in intelligencqfaﬁ—thisﬁgnuaanmeat, to come with us and
make intelligence a career,

Now, that is where we stand today. It is a very, very fine heritage and
we must carry it on. We can only do that if we develop the highest professional
standards. I'm not interested in numbers, I hope meybe we can cut down on
humbers, and maybe that is not only a hope, maybe we'll be forced to; kessuse-
the pressure in government now is to cut down, and I think it is a proper pres-
sure, I hope this Agency will be known as the hardest agency of govermment
to get into, And I hope that we will be able to build up the reputation that
we have one of the lowest turnovers in government.

We want to build this as a career service. You know our plans for that,
We don't want people here that only come for a few years of training and ex-
perience, because they think it may be a glamorous occupation, It is, I think,
the most exciting occupation and the most exciting career that one can have.
But it is a career, and you must face it very frankly, in which anonymity is
important. The satisfaction has largely got to be in the fact that you are
accomplishing something vital for the government and that in doing that you
will heve also some of the most interesting types of work that any people can
have. It's rather against American traits, you know, not to tell what you're
doing, not to be able to boast of accomplishments, and for that reason, I think,
in some ways it is harder in this country, because of our background and train-
ing, to build an intelligence service than in some of the countries in Europe,
But we are learning #imrt, and -we must learn thaty, and I am-gratified by the ex-
tent to which 80 many of you,-so—meny throughout the Agency, are devoting thems yovv.
selves to this, selflessly, amé- knowing what the work entaiislq}l think I ean
Bay that I haven't in my head at the moment any great new plans of reorganization.
Don't worry about that. Let's go shead on the blueprint that we have and only
a8 time proves that changes are wise put them into effect, |

It is an unwritten rule that one does not quote the President but I think
I'd be justified, in brekking that rule on this point, President Eisenhower said
to General Ca and me the other day, very earnestly: "Your agency has the
largest amount of unvouchered funds of any agency in government. I realize that
it is necessary that you have them. But those unvouchered funds must be a eacred
trust; and you must see to it that there is no abuse of the econfidence and privi-
lege which is reposed in you and in the Agency in handling those funds." I want
that word to go right through this Agency, I'm golng to watch the use of unvou-
chered funds with the greatest care and ses that they can be justified in their
expenditure just as much as other funds, even though we have the privilege of
not advertising how we spend them,

In our work, anybody can make mistakes, that I realize, But the one un-
pardonable sin and where we have gotten into difficulty sometimes in the past

3=
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is to try to cover up as among ourselves mistskes that are made. And that is one
thing I want to impress on you. If you make a mistake, that will probably be
forgiven, If you try to hide mistakes, so that proper and prompt action can
not be taken to correct them, there is no real excuse for that., Ang anyone in
this Agency, too, has the right to be heard, General Smith, as you know, has
established the Office of the Inspector General.f%ajggzbr-ﬂﬁad ile frivolous
appeals over the heads of one's lmmediate superiors 8. bad practice, there

is there an appeal open to anyone in the Agency, if he has suggestions to make,
or if he feels that injustices are being done 4l hope, perscmnally, to try to
establish personal relations with as many as possible in the Agency. One of
the first things I want to do is to go around and travel among our far-flung
buildings, much too far-flung ang mich too numerous, and get to know everyone

dv as far as I can per::ga&%y. the first things I'm going to york on

...»‘“Q “¥m—bo~bry~e improvefthe conditions under which we work andm new
building so that we can add greatly to our efficiency and to the security of
the Agency as a whole.

‘We have today, in the field of intelligence, the greatest challenge that
intelligence has ever fgced. I've often talked to you about some of my exper-
iences in vhe World Warthen I was in Switzerland, working into the enemy coun-
tries, Germany and Italy. That wag\gzi%gégzplay in comparison with the task of
getting intelligence with respect to n target, Soviet Russia., We've pot
to be a lot better than we were. We've got to be a lot wiser. We've got to de-.
velop new techniques., That 1s one of the reasons why tralning is so essential.
It is one of the parts of the Agency that I will back to the hilt, The Iron
Curtain is a real curtain agsinst intelligence and it's belng increased and im-
proved every day. Berlin is really being cut in half, Satellite countries are
being nrotected ,aT YBW kne, from #he contact with the west by every means,
mechanical and technical and otherwlse, That is the challenge, and it's up to
us to make the response, We have in this country the men and women with the
ability and coursge to do it, and 1 consider it a great privilege to be with
you in trying to see that it is done., Thenk you very much.
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Mr. Allen Dulles | &“ )&J.,

Director of Central Intelligence

Matt, thank you very much for that introduction, I feel a good deal
of modesty standing here for a good many reasons but one of the principal
reasons for that is that I haven't really been through your course of
training. Somewhat like Bill Jackson, I had a rather pragmatic introduction
to intelligence in World War I and from then on I had a taste of it that
Srcent /(""L
If%e never, seemed to-hawe been able to get out of my system and it looks though

now like I had it in my system for good and all,
25X1A

When Matt | |were preparing this progrem today, that

came out in this, form, posglbly because they knew this was golng to be
Valentinets day, they had quite a little difficulty because they didnt't
quite knoﬁ'where anybody was going to be when the program saw the light
of day., They didnt't quite know whether Gen.Besiex Bedle Smith would be
in the State Department or here or where I would be or maybe even where
that now
Bill Jackson would be. So I see mmwxkksk I'm sailing under slightly false
colors when I am put down es Birector--at the ﬁoment I am only Acting
Director, subject to action by the Senate next week, when they come back,
those on the Republican side anyway, from the spate of speeches on Abraham
Lincoln, They tell me that they don't know of any great opposition but
you never can tell what they may find out over the weekend. I have bheen
rapidly sekling three of four series of stock and I have been asking
Administration for a list of all the compenies with whom we have dea}t
covertly or overtly so as.to be sure there is no taint there; aﬁ%%; wiil

present myself before the Armed Services Committee some day next week

relatively pure as far as that is concerned. And may I sey it wasn't any
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; A8 General Smith has indicated and as Matt Baird has sald, I look upon
this, as far a3 I am concerned, if I am confirmed in this position, as a
continuing job., That, of course, is subject to the pleasure of the President,
and reasonably good behavior and some gmm® performance on my part,

I rather thought that Bill Jackson was going to talk about the CIA IX
in retrospect and that would give me sort of a key for my talk to you, that
I could boldly talk sbout the CIA in prospect, But he has, in a way, given .o
CIA, or intellligence, in retrospect, in giving his own experiences which are
the experiences, I think, of the many that went into intelligence in the past.
One of the things Xksk we are trying to do toc see thatf;:‘;erience‘ in
exectly that form is not repeated, although I mey say that if that type of
experience produces "% kind of product it produced in this case, I think
it is probably pretty good and maybe we ought not to make so many changes.
In any event, for the future as I see it, I think we can build pretty well
on the background that Gen, Smith and Bill Jackson and others have prepared
for us,

that are
I am one of these fellows, you know, wkeoctx always told that I don't know

anything about administration, Bill Jackson 18 one of the fellows whe-i&

told that he i;/iie::cpert in Administration, Well, I think, probably in some
ways, both are .true; but having a certain amount of modesty as far as admin-
istration is concerned and having been told for a long time, a8 a lawyer and
so forth and so on, I'm not much of an administrator, At least I'm a little
bit on my mettle on that and I propose to gathér around me ;to te.ké care of
these defects,the best in the field of administration; and I can assure you

I think we sy have on board now those who know that field,
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Further, I think I can say that I haven't in my head at the moment any

great new plans of reorganization, And I think we have a basis on which we 25X1A

can proceed, Some years ago, Bill Jackson| |and I sat down and

spent kke a good bit of a year,with such experience as we had behind us,in
outlining the kind of orgenization that we felt should produce intelligence ,
provided you could get the key thing you need-—the trained personnel, That
general blueprint is, I belleve, sound, Gen, Smith,*Bill Jackson, and to

some extent myself, during the past two years, with the able help of many others
have been trying to put that blueprint into effect, Naturally we have changed
it here and there,but by and large we have done that so that todaey, I believe,

we have a working organization, we have a pattern which can produce intelligence
and that is why the work that Matt Baird and |:| and those that worked with 25X1A
him is so important,because no blueprint of this time is of any value whatsoevery
unless we have the trained people to carry it out,

Now, whét I think has been accomplished over the past few years 88 far as
this Agency is concerned, is to gain the cooperation and the confidence of other
agencles! Intelligence throughout this government., We are now a team, We have
divided up the field, I don!'t know today of any pointsof serious friction be-
tween this agency and agff/Zi?ler intelligence agencies in govermmenty-the State,
the Armed Services, the FBI,or wherever it may be. We are working as a team;

chore a1t
when we find W% ¥Eve-problems, we have the machinery to work them out and we
can start from todey with that, I believe, as an assured and solid basis, I
think, as I have said before,too, we have a workable organization, dividing
our own functions up as they reasonably should be divided ,between the covert
and the overt , between the production of intelligence that you have heard about,

ending up in the finished product of the National EStimates/ and vwhat is done
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Very largely thanks to Gen, Bedle Smith, we have, I believe, a secure
position;-nofsecure is too strong a word; we have a respectable position insofar
ag public opinion is concerned, But, we can never rest on that, We have to
watch that all the time and it is only by performence--and we are going to make
mistakes, and those mistakes will find their ways into the editorials and columns
of the press, That we can take, if we have a solid performance to counter-behance
it, I wouldn't kmx want to believe in an organization or be a part of an organizs-
tion of this kind that was afraid to make mistakes, because if you'ré afraid of
that youlre afraid of doing things, And we are in a dangerous gamé. The only
thing that we have to do 1s to try to see that each thing that we attempt to put
our best judgment into it when we start.

And, further, I think we have reached a point where intelligence is no
longer a stepchild. Intelligence has really now found stature throughout this
government, One of the most encouraging things that has occcurred to me was the
willingness and desire of Gen, Cabal, whom I consider one of the mmmk outstanding
offlcers in intelligence of this government)to come with us and make intelligence
& career,and I hope he will soom be on board,

Now, that is where we stand today, It is a very, very fine heritage and we
must carry it on., We can only do that if we develop the highest professional
xtawdiwg standerds, I'm not interested in mumbers--I hope maybe we can cut down
the numbersy-and maybe‘that is not only a hope, maybe we'll be forced to)because
the pressure in govermment now is to cut down, and I thiﬂk it is a proper pressure,
I hope this Agency will be known as the hardes? agency imgihg governnent to get
into, And I hope that we ¥ will be able to z:;idup the reputation that we have
one of the lowest turnovers in govermment, Itm somewhat alarmed by the figurestlecf
Matt Baird gave of the numbers of us who are ﬁrying to desert CIA for the Jackson
°°mittee:A%%?oez%bﬁoﬁe?sgsﬁ%%z?ws‘a%s%13%&‘588’1‘0‘5%%%03%%‘5 hers 2
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cooperation with us to see that doesn't become a stampeéde,

We want to bulld this as a c&reef service, You know our phans for that,
We don't want people here that only came for a few years of training and ex-
perienée,because they think 1t may be a glamorous mxgamix occupation., It is,
I think, the most exeiting occupation and the most éxciting career that one can
have, But it &s a career, and you must face it very frankly, in which anonymity
is importanty—can't adeertise what you do. The satisfaction has largely got to
be in the fact that you are accomplishing something vital for the government and
that in doing that you wlll have also some of the most interesting types of work
that any people can have, It's rather against the Ameriean traits, you know,
not to tell whatym you're doiﬁg, not to be able to boast of accomplishmente, and
for that reason, I thihk, in some ways 1t is harder in this country jbecause of
our background and training,to build an intelligence service than in some ofthe
countries in Furope, But we are learning that, and we must learn thet and I am
gratified to the extent to which ®mrx so many of you, so many throughout the
Agency)are devoting themselves to this,selflessly,and knowing what the work en-
tails, We have as you know, recently, under Presidentisl order, we have now
decorations that can be given but not advertised for performance of your work,
Ag T said before I don'tfggge:ny revolutionary reorganizations~-dont't worry about
that, Let's go ahead on the blueprint that we have and only as time proves that
wHx changeé are wise put them in to effect,

: I think

It is an unwritten rule that one does not qubte the President but/I'd be
Justified in breaking that rule on this point., When I talked with him tﬁe other
day,when he said he was going to send my name to the Senate for this new jobmx
(General Cabal was with me), He spoke to us both very ernestly on this ymmt point.

He said, "Your Agency has the largest amount of unvouchered funds of any agency

in government, I realize that it is necessary that you have them, But those
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unvouchered funds must be a saered trust; and you must see to it that there is

no abuse of the confidence and privilege which is mopeses reposed in you and in
the Agency in handling those funds.," And I want ;g;; word to go right through
this Agency, I'm going to watcﬂi;fﬁagzouchered funds with the greatest care and
see that they cen be justified in their expenditure just as much aqéther fundq/
even though we have the privilege oi?ggvertising hou we spend them,

In our work, anybody can make mistakes—-that I reallze, But the one un-
perdonable sin and where we have gobtten into difficulty sometimes in the past
is to try to cover up as among ourselves and between you and your superiors mis-
takes that are made, 4nd that 1s one thing I want to impress on you, If you ‘
make a mistake, that will probebly be forgiven, If you try to hide mistakes,so
that the proper and prompt action can be taken to correct them, there is no real
excuse‘for that, And anyone in this agency, too, will have the right to be heard,
Gen.egiith, as you know, has established the office of the Imspector General-—that
office remains; it is vacant at the moment. It will be filled shortly. And while
frivilous appeals over the heads of one's immediate superiors is a bad practice,
dkexex there 1s}therg_an appeal open to‘anyone in the Agency, if he has suggestions
to make, or if he feels that injustices are being done, I hope, personelly, to ity
to establish personal relations with as many as posalble in the Agency., Ome of
the first things I want to do is to go around and travel among our far-flung build-
ings, much too far flung and much to mumerous, and get to know everyone as far as
I can personally, And one of the first things I'm going to work on is to try to
improve the conditions under which we worgﬁﬁizztfy to get a new building so that
we can add greatly to our efficiency and to the security of the Agency as a whole,

We have, today, in the field of intelligence, the greatest challenge that
intelligence has ever faced, I've often talked to youfgf“ggme of my experlences
in the WorldnprovelcidiRelcade morzmamﬁmmnkbm@@mbbem%mamy comtries,
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Germany and Italy, That was child's play in comparison with the task of really
getting intelligence with respect to the main target--Soviet Russia, We've got
. ' ' %o be a lot better than we were, Wetlve got to be a lot wiser. Welve got to

#

i *&veL,op new techniques, That is one of the reasons why the training is so es-

Pwoeta® sential, It is one of the parts of the Agency that I will back to the
hilt. The Iron Curtain is a reel curtain against intelligence and it's being
increased and improved every day, Berlin is really being cut in half. Satellite

'cc_nkltries are being protected, as you know, from contact with the west byevery

means mechanicf and technical and otherwise, That is the challenge ,and 1tts up
" the

to us to make the response. We have in this country,/men and women with the

ability and ﬁiurSge to do it, and I consider it a great privilge to be with you
in trying to see that it is done, Thank you very much,
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REMARKS OF
GENERAL WALTER BEDELt’SMITH
AT THE
NINTH ORIENTATION COURSE

10 February 1953
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Since this is the last time that I will be with you in my old capacity,
I consider it appropriate to review some of our accomplishments.

This Agency is a highly selective one, It would be well if you knew
the figures to illustrate this selectivity. Out of every hundred applicants
for employment in this Agency, all but fourteen are screened out by Person-
nel before they ever get to Security. Another four or five are eliminated
by Security, usually for reasons that reflect in no way on the character of
the individuals. The small residue comes to our Agency as part of a career
service, Now, this selectivity process is being rapidly reflected in the
stature of our personnel,

We now have our own decoration, just approved by the President, which
will be given rarely but will mean a great deal to the recipient. During
the past year, I have given two such decorations to officers of this Agency
for outstanding accomplishments involving great personal risk, The standard
of diseipline here is high and it is refreshing to realize that we do not -
have disgruntled employees speaking about the "inefficiency" and the "inade~
quacy" of their respective services, services to which they owe basic loy-
alty, Let's always remember that loyalty works both ways and will continue
to work both ways in this orgenization as long as it is headed by the people
who are now going to head it. That is the tyve of discipline, the kind of
loyalty, and the calibre of devotion to duty that is necessary in a career
service of this kind.

We have, of course, given to the personnel of this Agency adequate fa-
cilities for expressing their views, for indicating weaknesses in the organ-
ization, and for suggesting improvements, The Inspector General's office is
open to everyone, on a highly confidential basis, for suggestions or com-
plaints, As you well know, meritorious suggestions are rewarded with cash
or with other recognition. During the past two years, a number of our per-
sonmel have given their lives to their service, Regrettably, the facts can-
not be published at once nor can the recognition in the form of awards and
decorations be acknowledged immediately., That is one of the penalties you
pay for serving in a highly classified organization of this kind, The reward
lies largely in your sense of accomplishment.
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When President Truman left office, he wrote a letter to the Director, in
which he said: "Truly, no President has ever, in the history of the United
States, been so well informed and so thoroughly and completely advised in the
field of intelligence and foreign developments as I have, due primarily to
the efficiency and the accomplishments of the Central Intelligence Agency."
In due time that fact will be more widely recognized, It is widely recog-
nized now in Government circles, Now, those things are due entirely tojyou,
The other day, President Eisenhower asked me to say to the personnel of thls
Agency that he expected, and realized he would recelve, the same degree of
efficient and loyal support as had been accorded his predecessor. Well, of
course he will,

Our service is to the United States and it is a devoted and a dedicated
and a loyal service, I have to thank you, individually and collectively, for
the support you have given me. Nobody leaves this organization willingly.

You may ask why I did. The reason is very simple. The length of time I can
devote from now on to Government service is strictly limited for various
reasons, We have reached a point in our development where contimuity of
leadership is essential, Our organization is good and sound. Our person-
nel are highly qualified and carefully selected, Now, what we need is a :
Director who will spend the rest of his active life at the head of thils Agency
Furthermors, we need development in depth so that his deputy, another care-
fully selected and extremely able man, will be able to succeed him, In this
way, the personnel of this fine organization will have a long period of con-
tinuity of leadership. You are golng to have that, and it is that fact, and
that fact alone, which reconciles me in leaving, Thank you very much,

3=
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OPENING REMARKE by 5 3~ 3
THE DIRECTOR CF TRAINING NINTH ORIFNTATION COURSE 10 Februury 1953

« + » W11l bs old hat to you becsuse it is our attempt to show memberc of CIA

the worklings of the IAC, To some members of CIA, puch of the ecourse nmay aleo be
old hat, It 1s gesre’d to the incoming employee, It is a training courge, In
gplte of the galaxy of stars on this morning's program, I'd like you always to
keep in mind that the purpose of thc;ae Orientation Courses is that of training.
One of, not the least of, Genersl Smith's contributions In the last two years has
been his ever growing insistence wpon selection in the choosing of employcea for
the Agency,

The melection process doesn't bagin with initial choiece. The selection pro-
cazs continueg for each assigmment that you will take, Selection meons quelifi.
cation for a job. For some of you, this is the firet aprrosch that you have hed
toward qualifying you to be sn intelligence officer. Many of you still belileve
that you are employed by CIA es avditors, as budget and fisenl officers, as per-
sonnel officers, as archltects, ez Doctors of Medicine or Doectors of Science,
as snginecers. Your effectivencse in youwr Job will depend upon how quickly you
becore aware of the fact that you must be intelligence officers,

This 1s the firast time that many of you have had the opportunity to sttend
a gourse in CIA, TIn spite of the faect that the Centrsl Intelligence Aprency enjoys
greatoer opportunity for training under Public Law 110 then eny other agency of
government, it 1s always surprising to those of us vho come to CIA from the milie.
tary, whers we have spent most of owr lives in training--es a mstter of Tact, 21l
of you vho have cone from the militery (and many of you are in c¢ivilian clothes
in the sudience) reslize—that there ave probably only two times in your military
cMr when you're not In training, One when you're in combat and ons when you

kave a hitech in the Pentapon,
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The accentustion on training is recognized for qualification to youwr Job.
Tt is only regently thet we in CIA are becoming "training consclous,” And ve
have the next speaker to thank for that on his Insistence on selection.
* » * L ®
Mr, Dulles, Ceneral Smith has always given me ghort shrift wvhen I attempt
to introduce him, but would you like to ssy a few words in introduction?

* 3* * * 4
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Ninth Orientation Course
10 February 1953

Since this is the last time that I will be with you in my old capacity
I conglider it appropriate to review some of owr accomplishments. Col, Baird
has just spoken to you about the "selectivity" of this organization. It would
be well if you knew the figures to illustrate that selectivity. I learned them
myself only a few months ago. Out of every hundred spplicants for employment
in this Agency, all but fourteen are screened out by Personnel before they
ever get to Segurity. Another four or five are eliminated by the Security people,
usually for reasons that reflect in no way on the character of the individuals.
The small residue comes to our Agency as part of a career service. Now, that
selectivity process 1s being rapldly reflected in the stature of our personnel.

We now have our own decoration, just apvroved by the Presldent, one of
which will be given rarely but will mesn a grest deal to the recipient. During
the past year I have given two such decorations to officers of this Agency for
outstanding accomplishments involving great personal risk. The standard of dise
cipline here is high and it 1s refreshing to realize that we do not have dis-
gruntled employees speaking about the "inefficiency" and the "inadequacy" of their
respective services--services to which they owe basic loyelty. Let's always
remember that loyelty works both ways and will continue to work both ways in this
organization as long as it is headed by the people who are now going to head it.
That is the type of discipline, the kind of loyalty, and the calibre of devotion

to duty that is necessary in a career service of this kind.
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We have, of course, given to the personnel of this Agency adequate facil~
ities for expressing their views, for indicating wesknesses in the orgenization,
and for suggesting improvements. The Inspector General's office is open to every=-
one in the organization, on a highly confidential basis, for suggestions or for
complaints. As you well know, meritorious suggestions ere rewarded with cagh or
with other recognition. During the past two years a number of our personnel have
given their lives to their service. Regrettably, the facts cannot be published
at once nor can the recognition in the form of awsrds and decorationg be acknowl-
edged immediately. That is one of the penalties you pay for serving in a highly
classified organization of this kind. The reward lies largely in your sense of
accomplishment,

When President Truman left office, he wrote a letter to the Director, in
which he sald: "Truly, no President has ever, in the history of the Uhited
States, been so well informed and so thﬁroughly and completely advised in the
field of intelligence and foreign developments as I have, due primarily to the
efficiency and the accomplishments of the Central Intelligence Agency." In due
time that fact will be more widely recognized. It is widely recognized now in
Government circles. Now, those things are due entirely to you. In talking with
President Eisenhower the other day he asked me to say to the personnel of this
Agency that he expected, and realized he would receive, the same degree of effi-
cient and loyal support as had been accorded hig predecessor. Well, of coursge
he will.

Our service is to the United States and it is & devoted and a dedicated
and a loyal service. I have to thank you, individually and collectively, for
the support you have given me. Nobody leaves this organization willingly. You
may ask why I did. The reason is very simple. The length of time I can devote

from now on to govermment service is strictly limited for various ressons.
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We had reached a point in our development where continuity of leadership

was essential, Our organization is good and sound. Our personnel is
highly qualified and carefully selected. Now, what we need is a Director
who will spend the rest of his life at the head of this Agency--certainly
the rest of his active life. Furthermore, we néed that development in depth
so that his deputy, another carefully seiected and extremely able man, will
be able to succeed him, In this wey the personnsl of this finé organization
will have a long period of continuity of leadership. You're going to have
such, and it is that fact and thgt fact alone which reconciles me in leaving.

Thank you very much,
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CENTRAL INTELLIGENCE AGENCY

OFFICE OF TRAINING

TRAINING BULLETIN
NUMBER 3

6 March 1953

SUBJECT: Address of the Vice President of the United States, the
Honorable Richard Nixon

1. The Vice President, the Honorable Richard Nixon, at the Ninth
Agency Orientation Course, on 10 February 1953 presented an address
on the current world situation.

2, The Vice President pointed out that he was presenting his
subject from a Congressional point of view, and as representing
Congressional opinion., His address should not, therefore, be in-
terpreted in its entirety as representing current national policy.

3. Some of the subjects on which the Vice President commented
are, of course, controversial, but it is believed that his speech
and his point of view will be of universal interest throughout the
Agency.

25X1A
MATTHEW BAIRD
Director of Training
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ADDRESS OF THE VICE PRESITENT OF THE UNITED STATES
THE HONORABLE RICHARD NIXON
AT THE
NINTH AGENCY ORIENTATION COURSE

10 February 1953

I

Wwhen Mr. Dulles invited me to talk before this group, I had very
grave doubts as to what I might be able to contribute to this program.
That you are all experts or potential experts in a very specialized
field was clear to me when I read the contents of the printed program
showing both the coverage of subject matter and the biographic sketches
of the participants. I, therefore, know that I would be out of my
depth were I to attempt to compete with intelligence experts in talking
to you. Thus, it appeared that my most appropriate contribution to
this training course should come from a recognition of your interest
in gathering and analyzing facts which are then used as the basis for
forming National Intelligence Estimates for the National Security
Council of which I am a statutory member. Further, realizing that
whatever is done in the formulation of foreign policy must in the final
analysis receive the support and approval of the Congress, I felt I
would attempt something which is rather unusual--namely, analyze the
current situation with which we are confronted in the world as seen
through the eyes of an average U.S. Congressman or Senator. This I
can do because I have been an average Congressman and Senator. This
I would like to do because much misunderstanding exists in the Executive
Departments and Agencies regarding the Congress, both House and Senate,
much of which is attributable to a tendency to be overly fearful of
what the Congressman or Senator is going to think or do and, hence,
what must be done to make him act in "proper fashion."

I came to the House in 1947 just at the beginning of the period
when we were developing the programs which you are working with and
under today. That was the year of CIA's creation in the National
Security Act of 19L7. Naturally, what I say will be colored to a
great extent by my own background and experiences. However, in working
up my thoughts today I have attempted to make them representative of
the thoughts of most of the Senators and Congressmen, both Republican
and Democrats--probably more Republicans--who believe that some changes
in the direction and attitudes of our foreign, military and security
policies need to be made.

-2
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First, I believe it is appropriate to start with an analysis of
our foreign policy as inherited from the past administration. The
first question we have to ask ourselves is whether this policy ought
to be continued as is-~intact--or modified to some degree. Fairness
demands that we pose the query as to whether or not that policy has
been successful. To answer this question we must go back at least to
the end of World War II--the most costly war in the history of the
world. That was the time when the people of the United States had
great hopes for the future, with our complete military superiority,
based justifiably on the possession of the best Army, Navy and Air
Force plus the monopoly of the atomic bomb, In scanning the peoples
of the world we felt that all were on our side with the exception of
possibly 180 million to 200 million in the USSR and the satellites,
Such was the situation at the end of World War II.

Since that time the Congresé has appropriated approximately 100
billion dollars for military purposes and about 33 to 35 billion for
foreign aid, most of which has gone to Europe.

We also developed certain plans and programs-~the Greek-Turkish
Aid Program, the Marshall Plan, and others which were designed to stop
the march of aggressive Communism throughout the world end to roll
back that tide. But as we analyze the results of that policy today
and after all, people in political 1ife think usually in terms of
results and not in terms of causes and excuses, no matter how good
those excuses may be, I believe that most of us get somewhat of a shock
in finding that we have lost our military supremacy--though not com-
pletely, certainly to a great degree. For example, we are stronger in
strategic air power but we are definitely weaker in tactical air. Even
though we are more powerful on the sea, I think even good Navy men, and
I happen to be one, will admit that we are probably weaker under the
sea. We no longer have a monopoly on the atomic bomb although, of
course, we derive consolation frem our conviction that we have many more
and better ones than our enemy.

As far as peoples in the world are concerned, and that, of course,
is the most dramatic part of this analysis, we find that we have lost
600 million people Lo Communist control, for various reasons, some of
them probably pretty good.

Now those are the facts--the facts which concern the average USe
Congressman, the average U.S. Senator, and accordingly the average
American. Since this policy seems to have failed in some instances, the
question arises as to how this did happen.

At this point I reject two extremes that probably you will find
today in the Congress of the United States and through our countrye.

-3~
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One extreme contends that the only reason this happened is because the
people that made the policy intended it that way. This morning I do

not intend to go into any detail on the question of disloyalty in the
Government. But without minimizing the importance of this problem, I
think any reasonable person rejects the idea that the failures we have
had in foreign policy since World war II have to any considerable extent
been caused because those who made the policies deliberately intended
that they fail.

At the other extreme is the fatalistic view of those who say that
the results were inevitable because of the cleverness and aggressiveness
of imperialistic Russian Communism. Proponents of this view conclude
that the chicanery and subversive methods of the Soviets in their use of
means that we would never adopt brought results which gave them their
great successes and gains and that nothing we could or would have done
would have changed the results.

I repeat that both of these extreme viewpoints must be rejected
because I think that there is another ground which represents better the
thinking of the great majority of the members of the House and the
Senate and which I believe is representative of the American viewpoint.
Frankly, it doesn't make a great deal of difference why it happened,
except, perhaps, from the academic standpoint we may avoid the errors
of tomorrow by examining the mistakes of yesterday. Today it doesn't
make a great deal of difference to stable, current, national security
whether those who made the policies intended them to fail or whether
the failures were due to bad judgment. The important fact of the
moment is that we are confronted with current errors in policy and
recognizing the mistakes we must develop new policies that will not
contain in them the seeds of error which caused the failures of our
present policies.

At this point I believe some general conclusions can be drawn.
In ths first place I think the great basic error which has caused our
present difficulties is that we misjudged the character of the world
Communist conspiracy. It was, perhaps, quite easy to do that. All of
us who served in World War II welcomed the participation of the Russianps
in that war. We recognized the great contribution that they made and
we were happy in the realization that the assistance of Russia cut down
the contributions and sacrifices that would have to be made by American
men and American women. But as a result of this and because of very
clever propaganda in the United States by persons whom we have since
learned to recognize as actually serving the conspiracy of internaticnal
Communism, an idea grew up even in high places in the United States
that the Communist movement, the Communists, themselves, the power
center of the Soviet Union, were all segments of a great peace=-lcving
democracy and that you could therefore, trust the men in the Kremlin
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and believe what they said at the conference table. Yalta and Potsdam
were primarily the results of that mistaken concept. Though some of
those who attended the conferences had serious doubts about the sin-
cerity of Soviet expressions, we know that these doubts were not
ventilated in the open and removed. If they were made known at all, it
was not until after the conferences took place. Thus, we must reach the
conclusion that one of the basic reasons for the difficulties that exist
today goes back to the concessions that were made at these conferences
and that such concessions were granted because of a fundamental error

in judging the character of the men in the Kremlin who run the Communist
conspiracy.

Even after we began to recognize the fact that the men in the
Kremlin could not be trusted at the conference table, we note a second
fundamental error which, of course, is related to the first, viz., that
we failed to realize that the Soviets were engaged in a conspiracy--a
revolutionary conspiracy to overthrow the free nations. Even when we
did realize this fact, we failed to appreciate fully the global
character of that conspiracy. There was a theory, which, incidentally,
is still prevalent in some places and can be sustained by fairly
effective argument, holding that what we are confronted with in the
world today is not World Communism but simply Russian imperialism which
has taken the form of Communism. Hence, as we look over the past seven
years, we find that in too many places there were people who said
Communism was a danger within Russia., Some people of this kind would
go even further and say that Communism was dangerous in Germany and
possibly in Greece, in Turkey, in France, in Italy, but that Communism
in Asia, and specifically Communism in China and in the United States
was a different kind altogether. Such oversimplification, I remind
you, is an effort to give you the average thinking of those in the
national legislature which is representative of the country at large.
The result of that line of thinking is quite obvious because it was
the basis for what happened in China and, of course, what happened in
China caused what happened in Korea. From my own experience I give
you an example which I think points up the falsity of that approach
and which, at the same time, proves the point that Communism is a global
conspiracy, as President Eisenhower said in his State-of-the-Union
message.

I was in Burope in 19Lh7 with the Herter Committee. Allen Dulles
was one of our advisers, without pay as I recall, and he did an excellent
job. I am sure he will agree with me when I make the observation that
if more members of the House and Senate could go on such trips, we-. .
would experience less difficulty in getting programs through the House
and the Senate which are needed for the security of the country. The
Herter Committee, as you recall, was making studies as to the needs of
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the various countries of Europe for Marshall Plan funds. Our recommenda=-
tions to the House were in large part accepted and resulted in the
adoption of the ECA program in the House and, of course, its counter=-
part, in the Senate. On that European trip some of us made it a point
not only to talk to the heads of the govermments which were anti-
Communist in the countries which we visited, but whenever and wherever
we could we got an audience or an interview with the Communist leaders.
This was of particular interest to me because I wanted to see what made
them tick.

I remember on one occasion a very interesting conversation I had
with Togliatti, the leader of the Communist party in Italy. One segment
I remember quite vividly. I informed him that I was a member of the
Labor Committee of the United States House of Representatives and that,
consequently, I was interested in his thinking on labor problems. I
said, "Mr. Togliatti: In the event that the Communists take over in
Italy (the Italian elections were coming up within a few months) what
kind of a program would you favor as far as labor is concerned? Do
you believe, for example, that labor unions should be free of govern-
ment control, and that the right to strike should be protected and
guaranteed?"

A translation was made--he thought a moment, and his answer to
these questions was "Yes," Obviously, he had to answer in this fashion
because he was not in power at that time., After the answer was given I
told him I was very glad to hear his reply because that was the kind of
policy we had in the United States.

Then I added, "Labor unions are free in the United States and, of
course, strikes are going on right now. Of course, you realize, Mr.
Togliatti, that in the Soviet Union such is not the case because the
labor unions there are completely dominated and controlled by the
government and the right to strike is denied."

The translation was made and he looked at me in a not-too-friendly
manner and said: "Well, I don't think that the Congressman and I under-
stand each other. The reason why the right to strike has to be
guaranteed in the United States or in any capitalist country is that
there the labor policy is dominated by employers, reactionaries and
capitalists. Therefore, the workers must have same protection against
such exploiters. But in the Soviet Union we have no employers,
reactionaries or capitalists and, hence, the right to strike need not
be guaranteed in the USSR."

I said: "That is very interesting. Now let me ask you another
question, In our conversation up to this point you have been ex-
tremely critical of the foreign policy of the United States. Certainly,
you cannot contend that all of what you call 'aggressive intent,
aggressive actions and imperialism' is on the side of the United States.,
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Do you have any criticism whatever of the foreign policy of the Soviet
Union on the ground that it is imperialistic? After all, you are an
Ttalian, and sitting here in the middle you gcertainly cannot put all
of the blame on our side when there are two great powers apparently
involved in this conflict. In other words, is the policy of the Soviet
Union imperialistic in any respect?"

Again the translation was made., I received the same rather un-
friendly glance and then a very interesting answer. Baid Mr. Togliatti,
vAgain the Congressman and I are not speaking or understanding quite
the same language. The reason why the foreign policy of the United
States is imperialistic is that it is dominated by employers, re-
actionaries and capitalists. In the Soviet Union we have no employers,
reactionaries or capitalists. Therefore, it is impossible for the
foreign policy of the Soviet Union to be imperialistic. It is a
people's policy, it is always right and is never subject to any
criticism whatever,"

I asked the same series of questions of Arthur Horner, the head of
the miners' union in Britain and received the same answers cloaked in
a British accent. I have asked the same series of questions of William Z.
Foster, in a little different way, of course, because he happens to be
an American citizen. Very pertinent for our purposes is the testimony
of Foster before the Judiciary Committee in 1948 which was considering
legislation to control the Communist Party in the United States.
Senator Ferguson of Michigan questioned him at length as to whether
members of the Communist Party of the United States would fight on the
side of the United States in the event of an aggressive war begun by
the Soviet Union. For approximately thirty minutes, Foster, in a very
able display of mental footwork and gymnastics, side stepping, twisting,
and turning, contended over and over again that the question was
hypothetical because he said it was impossible for him to conceive of an
aggressive war by a people's government, to wit, the Soviet Union.
Therefore, in his estimation it was not necessary for him to determine
whether or not he, or other members of the Communist Party would fight
in such a war because it was impossible that such a war could occur.
These examples are sufficient to show the global character of the
Communist threat.

Accordingly, it seems to me that we made a basic mistake in failing
to realize this fact. The Communist, wherever he exists, whether in
Moscow, China, Korea or in the United States is essentially the same--
owing his loyalty not to his own country, in the event that he is not
a citizen of the Soviet Union or a satellite country, but to the power
center, the Soviet Union, and to others who control the world Communist
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conspiracy. Yugoslavia, of course, is the present exception which
proves the rule. Thus, I conclude that our mistaken evaluation of the
global nature of the Communist strategy had much to do with the failure
of our policy in China.

Compare, for example, the policy that we adopted in Greece with
what we adopted in China. Though the terrain was much smaller and the
complexity of the Grecian problem not at all as great, we could have
applied to China some of the recognition of the Communist threat which
motivated our actions in Greece in 19L47. Over and over again we re-
peated the theme that the Chinese Nationalist Government was corrupt, that
it was unstable and for those reasons that the support we had given was
no good and no further help was justified. I was in Greece in 1947 and
if there was any more corrupt or unstable government in the world than
what Greece had in 1947, I would like to have seen it. It changed twice
in two weeks while I was there and, yet, what did we do? We went in
there and General Van Fleet did a magnificent job of training the Greeks
so that they could defend themselves. AS a result of our positive
action, the Greeks met the Communist threat and met it effectively and
at the present time, with our continued support, Greece is still on
our side. Thus, as we look at the situation in Asia, it would seem
that some of the same medicine possibly might have made the difference.

A1l of these, of course, are problems and mistakes which have been
made in the past and the question is: Where do we go from here? As
we analyze the problem of the immediate and distant future, may I say
again that the only reason we discussed the past today is to make sure
that we do not make those same mistakes tomorrow. As we determine
where we go from here, I consider it proper that we look at some basic
factors, The first basic one is: WwWhat do we want? Well, we want
peace, not peace at any price, of course, but certainly peace at as
high a price as we can pay without losing the honor of our nation.
Secondly, the United States will never use war as an instrument of
policy. Our Secretary of State underscored in a very effective manner
this point before he went to Europe. However, the Kremlin, when con-
fronted by a potential enemy, will use war as an instrument of policy,
and so the key to peace is to see what actions or fajlures to act on
our part will cause the Kremlin to act or fail to act at a critical
time. Accordingly, it is appropriate that we analyze from all view-
points the enemy with whom we are dealing--the man in the Kremlin, the
man Wwho is trained and brought up on the bibles which the Communists
read and follow, viz., Marx, Lenin, Stalin. Without prying too deeply
we are confronted with certain conclusions which are inescapable.
First, the men in the Kremlin are realists. Hence, though they are
bent on world revolution, though they will use war as an instrument of
policy, they will not begin a world war until they are convinced they
can win it. Second, they have a sense of history in that they are
willing to wait not only through their own lifetimes but even longer
than that, if it takes such time to reach the point where they can
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win the world conflict. Therefore, if we want peace, we must do
several things, First, we must exert every effort to make sure that
in the world the balance of power, from a military standpoint, is
actually in our favor so that the Kremlin could not win a war if it
began one. By the words, "in our favor," I do not mean quantity as
much as I stress quality of arms and adequate training. Secondly,

we must make the men in the Kremlin believe that the military balance,
to which we have just referred, is in our favor because if they
actually miscalculate by arriving at erroneous conclusions by reason
of something we have done or failed to do, then, regardless of the
power balance, war will come. Thus, I cannot overstress the importance
of making sure that the military balance of power is actually on our
side and to underscore our responsibility to make sure that we do
nothing which will cause the men in the Kremlin to miscalculate our
strength and begin a major world war, which, in a sense, no one will
win. Thirdly, we must acknowledge that besides our military strength
at home, we need allies abroad, because 150 million people obviously
cannot stand up against 800 million people. Not only do we need
allies but we need as many as we can get,

And so, the policies of the next few years, in large measure,
will have to continue the policies which have developed during the
past seven years, particularly with regard to Eurcpe. If we keep the
United States militarily strong at home, we must strive to get as many
militarily strong allies as we can abroad,

But military strength alone is not enough. In this struggle for
the world we are confronted with men who are very pragmatic about what
they need to achieve their goals of conquest. Thus, they have developed
new tactics of aggression with which you are familiar and which have
proved themselves successful, Let's face the stark fact that by such
tactics 600 million people have been won by the Soviets in seven years
without the loss of a single Russian soldier in combat--at least none
admittedly lost in combat. These new tactics of aggression developed
by the Soviets do not contemplate the use of armed force involving
the armies of the power center, itself-ethe Soviet Union. What are
such techniques? Some of them, of course, gre quite obvious,

a., The use of internal subversion, employing not only the
traditional foreign agents but also agents who are nationals of
the countries involved. Czechoslovakia is, perhaps, the most
striking example of how a nation can be taken over through a
coup d'etat in which the principals were Czechs and, yet, they
owed their allegiance to a foreign power.

b. Next is the fomenting of revolution. This tactic used
in various parts of the world, in Asia particularly, has been
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quite obviously employed in China. And again we note the in~
stances in which the involuntary forces are made up of nationals
of the countries involved and in which the forces of the USSR
power center are not committed.

c. Extremely important is the great new weapon of economic,
political, and psychological warfare,

Our answer, to some extent, is quite obvious. First, on the
economie side, we must be as sound at home as we can possibly be-=-
that means balance. There are times, undouvbtedly, when you may
wonder why the Congress hesitates to approve appropriation requests
for funds which you feel are needed for adequate military purposes
or for foreign aid programs. I can assure you that this is not
negativism on the part of the Congress but rather a sober attitude
to be convinced of the necessity for the expenditures, because the
greatest asset the free world has in the present struggle, and the
importance of this point was emphasized in President Eisenhower's
State~of-the~Union message, is a sound, free, productive, American
economy. Thus the total program of the nation must be in balance,
and I am sure that the policies recommended to the President by the
National Security Council will always aim at achieving this result,
namely, that we give as much support as we can to the development
and maintenance of needed military strength for ourselves and the
free world without destroying the basic economy which is our greatest
asset and advantage in the battle for civilization in which we are
engaged. This will demand of us that, while we maintain a sound
economy at home in realistic fashion, we must shore up the economy of
nations abroad so that they, themselves, may be militarily strong and, also,
that they may develop a strong economy, because in such a climate, there
is less likelihood that the Communist conspirator will be able to appeal
to the masses of the people and sell his doctrines.

This last point compels me to inject a word of warning. I do not
subscribe to the views of those who say that the answer to Communism,
whether in the United States or abroad, is solely economic well being.
Any of you who analyze this point will reach the same conclusion which
is already expressed in the Bible that man does not live by bread
alone. Economic strength is, of course, a definite factor entering
into the present struggle. Certainly, where economic unrest prevails
and hunger exists, you have a fertile field in which the Communist
ideas can grow and prosper. But economic strength alone is not the
complete answer, and I use again the classic example of Czechoslovakia.
There was probably a no more advanced country in Europe at the time
of the coup d'etat than that nation, and, yet, the Communist movement
flourished and in a most effective manner.
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In addition to economic soundness, we must have internal security
at home. I won't belabor that point because I believe it is in good
hands at the present time. This is a most difficult problem, and I
can imagine that some of you who have followed the work of some of us,
as we have investigated subversive activities in the United States,
are concerned about these investigations and the trend that they take
in this country. I think, perhaps, that some concern is justified,
because a very delicate balance must be maintained in this field be-
tween security on the one side and freedom on the other. This is not
always easy to maintain.

I am sure that if you took a vote of the Congress of the United
States--a secret vote, or perhaps, & public one--they would support
a movement to put all the Communists in this country in one boat and
ship them to the USSR, even though, of course, that might be technically
jmpossible. That, however, gives you an idea of the temper of the
Congress on this problem. This is somewhat symbolic of other easy
solutions which are offered: for example, the outlawing of the
Communist Party in the United States. This sounds laudable and easy
but; unfortunately, as indicated by the Federal Bureau of Investigation,
this is an unworkable solution. Therefore, we must be constantly on our
guard that we do not resort to totalitarian police methods in dealing
with the conspiracy in this country and, thus, adopt within our own
borders the methods which we have criticized in our enemies abroad for
dealing with dissidents in their countries. I leave with you the con-
viction that those of us who have been in the Congressional investigative
field and others who are presently engaged in this activity have a
realization of how constant care must be exerted not to kill the patient
we are attempting to cure.

Finally, I believe we will all agree that the bolstering of our
national defense in the development of political and psychological
counterattack is essential. For example, I think that President
Eisenhower's announcement that the Seventh Fleet would no longer be
used to blockade the Chinese Communist coast from raids from Formosa,
and his statement that a request would be made on the Congress for a
resolution to repudiate secret agreements are worthwhile examples of
taking the offensive in psychological warfare, besides the fact that,
from other standpoints, these steps should have a great effect.  Such
steps as these mean only two things when they are interpreted to the
world. One is that we back our friends and the other that we will not
write off the captive peoples. So much for analyzing the Congressional
mind--assuming that any Congressman or Senator has a mind. That, I
admit, is a debatable point} '
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Now, what is our new policy to be? First of all, I believe that
the general outlines of that policy have been set forth in President
Eisenhower!s State-of-the-Union message and in the recent speech by
Secretary of State, Dulles. I do think that a summary of that policy,
as I see it, might be appropriate and of interest at this time.
Basically, the new policy represents a change in attitude--a change in
emphasis. I am sure that we are not going to see too many evidences
of drastic moves which would indicate to the people of this country,
or to the peoples of the world, that the policy is of a radically
new type. The action regarding the Seventh Fleet, the pronouncement
regarding secret agreements are good examples of this appreciation.

In this analysis we inevitably grapple with the word "containment",
Even though the policy concepts underlying Woontainment™ may have
served some useful purpose up to the present time, which I rather
doubt, still, I believe that we have arrived at the point where the
word "containment" means a static policy--a draw in the confliect in
which we are engaged. In fact, it means victory for neither side.
What we have failed to realize is that the alternative to "containment"
i{s not all-out, total war but rather the winning of the cold war, As
President Eisenhower indicated, only by winning the cold war can we
avoid the hot war. To achieve this goal of tangible victory, some
immediate objectives come to mind:

First. The most difficult goal of all is the winning of
the war in Korea. Victory in Korea is of prime concern to our
nation. I know that some peculiar arguments can be made, but
always in quiet fashion -- never in the open, because you could
never convince the American people of this -- contending that
the continuance of the war in Korea is a good thing for the
United States. Supporting this spurious position are statements
to the effect that we should look at the casualty ratio in
Korea--five to one in our favor. Now, this position is untenable
because it is political dynamite which the people of the United
States would never buy, and, furthermore, approaching it from
just the standpoint of a layman, it would seem to me that all we
have to do is realize that in the past two years or so of the
Korean war, we have suffered 130 thousand casualties and ‘the
Soviet Union hasn't had any. Again, it is the old problem of
keeping our eye on the main target, and winning the current
war in Korea must be the first objective of such a policy.

Second. Our second objective, which is, of course, re-
lated to our past policy, is to allow no further solidification
of Soviet holdings in satellite countries and no extension of
their boundaries, because it is obvious that if they forge
strength within their dynasty and bring further terrain under
their command, they may calculate that they can begin a war--

a World War--and win it.
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Third. We must avoid trouble at home and keep under:
control the inevitable problems which we will have with the
nations which we consider to be on our side. Without this
approach, the strength which we develop will be sapped of its
potency.

Finally, and this is the most important ingredient in what
we mean by "dynamic®" policy, is to roll back the enemy strength
if wé possibly can. Even though some consideration of this
factor existed in past policy, I am convinced that we are going
to see a stepping up of attitude and emphasis to reduce Soviet
gains, to puncture the Communist conspiracy and to stir up Just
as much trouble as we possibly can in the satellite countries
and in the Soviet Union proper.

This is a big order--a very big order. The objectives we have
outlined certainly have been in the minds of our policy makers during
the past two or three years. They are in our minds today, and we
are hopeful that we will be able to translate these concepts into
appropriate actions. Regardless of our thinking in wishful manner
for easy answers, we must constantly admonish ourselves that in this
field of foreign policy there are none.

- The objectives for an affirmative foreign policy can be attained
only by the support which policy makers must receive from you. I speak
now as a member of the Administration and as a member of the National
Security Council, which is the greatest consumer of your product, to
emphasize that knowledge of the facts is essential if we are to make
the right decisions. Essentially, that is why we have to have in-
telligence. Perhaps the best proof of this point is the rather obvious
truth that with better intelligence support our nation might have
avoided most of our present difficulties. Better intelligence might
have put our leaders on notice as to the true character of the Communists,
the men in the Kremlin, the men we were dealing with across the table at
Yalta, Potsdam and Teheran. Better intelligence might have given us a
greater appreciation of the overall global character of the Communist
movement. For example, if we had better intelligence, we might not
have made, what I think was, a fatal error in judgment as to the character
of the Chinese Communist movement in the early days of its development.
We would have known that the Chinese Communist was no different,
essentially, than his counterpart in the satellite countries in eastern
Europe and that, therefore, the choice in China was not between a
Nationalist Government and something better but between the Nationalist
Government and something far, far worse. This, therefore, is your job,
to gather and analyze in impartial manner all the facts and to make the
findings available to those who have to make the policy.
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I recognize that this is a tough job. I know that some of your
assignments will be dangerous and, simultaneously, interesting. I
realize, also, that many of you have already served well in difficult
undertakings. In an organization of this type, which must be a kind of
silent shock absorber, I can imagine that there are times when your
tasks seem boring and maybe completely meaningless, because you may
not be in a position to see the entire picture. Hence, when you are
tempted to ask yourselves such questions as: "Why do we get this?®
"Wwhy do we have to spend precious time in such tasks as these?? I
admonish you to have confidence in those who direct your activities,
and without allowing your efforts to be neutralized, that you do
the job which has been assigned to you, because, I say this advisedly,
there is no job in our present goverument which, I think, is more
important than the task which you ladies and gentlemen will be doing
in the years ahead.

In my experiences as a Congressional investigator of Communist
activities in the United States, I have been impressed by a number of
things, but particularly, by the kind of people who have become
Communists in our country. Though most of you are knowledgeable in
this field, my own conclusions may interest you. What kind of men
were Alger Hiss, John Apt, Nathan Witt, Lee Pressman, Victor Perlo
and, I will add, incidentally, the atomic scientists and others who
came before our committee and refused to answer questions on the
grounds of incrimination? Wwhat kind of people were they? First of
all, they were all born in the United States and, secondly, they were
sensitive, intelligent, able people. Almost without exception, they
were the graduates of the best colleges and universities of this
country. Not one of them acted just for monetary gain but was motivated
by fanatical belief and devotion in the cause in which he was working.
Each believed so deeply that he was willing to do anything for the
cause--a boring job, if need be. He was also willing to do a very
dangerous job--one that would run the danger of a jail sentence and of,
holding himself and his family up to disgrace in his community and
among his friends. Often have I thought, during the past three to four
years, as I have seen these people parade before us-~-these young, in-
telligent, able people--of the need for people on our side as devoted
to our cause as Communists are devoted to theirs,

Wwhen I was in Europe in 1947 and again in 1951, I had the opportunity
to talk privately with three or four individuals who were members of this
Agency. I saw in those individuals what is certainly the answer I have
been looking for--the answer to the devotion which the Communists have
on their side. I know that it takes a devoted and dedicated man or
woman to do the job that you are doing. This may sound like flag waving
to you, but most sincerely do I conclude on this note: The conflict in
which we are engaged in the world is great and complex. It is military
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in character, economic in character, political in character. But,

over all, it is a conflict for the minds and the hearts and the souls

of men. Our enemies are dedicated to their cause. We need dedicated
people on our side. General Smith, to you and to Mr. Dulles do I say,

as a member of this Administration, and I know that I represent the views
of the Commander-in-Chief, the President, we are very proud to have
serving the United States a group of dedicated men and women--the people
who are members of this Agency. Good luck and Godspeed}
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COMMENTS
OF
GENERAL WALTER B. SMITH
AND HIS ANSWERS TO QUESTIONS
SUBMITTED AT THE 8TH AGENCY ORIENTATION COURSE

21 November 1952

%x % ¥ *

GENERAL SMITH: (Opening Remarks) I want to remind you that the service of
national intelligence and of national security has become & permanent,
honorsble career, It is in effect a fourth service as compared with the
three militery services, and its operation will be continuous and accel-
ereted in time of war, under its own commend and under its own organiza-
tion., Since the passage of the National Security Act, intelligence is
able to offer you permanent, secure and honorable careers and it is to
your credit and to our advantage that you have accepted intelligence ca-
reers earnestly and seriously. I do not think that many of you will ever
feel that you have made a mistake,

QUESTION: 1Is the national intelligence which we are now making & good sup-
port for the national policy?

GENERAL SMITH: We think it 1s. We think that the product of national intel-
ligence has been steadily increasing in quality and that it has now at-
tained a standard of excellence which justifies its acceptance as the ba-
gis for national planning, A good deal remeins to be desired. We have
consistently been confronted with the impossibility of making certain es-
timates in the absence of militery assumptions., Only recently the entlre
intelligence community wes asked to participate in the preparation of an
estimate of Soviet capabilitles for defense against air attack, Obviously,
it is quite impossible to estimate the capabilities of the Soviet Union to
defend itself against an attack 1f there is no knowledge of our own capacity
for attack., When a requisition for this type of estimate is made, and in
the absence of definite assumptions as to the scope, caliber and materiel
to be used in an attack, it 1s only possible for the intelligence community
to prepare a sort of & bill of materials of Sovliet assets and let it go at
thet, The time will come when those who are charged with formulating in-
telligence estimates will be provided at least with basic assumptions on
which to prepare their counter-estimates,

QUESTION: To what extent is the intelligence product actually used by those
who formulate national policy?

-
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GENERAL SMITH: We have a good deal to learn in methods of using intelligence
to get the best value out of it, This is a situation which will correct
itself in time as the intelligence product becomes more and more reliable.
As it now works out, we prepare certain intelligence estimates on the na-
tional or strategic level which are based on s schedule for production de-
pendent largely on the problems which will confront the staff echelon which
supports the National Security Council, When those eatimates are prepared
and are turned over to the members of the National Security Council and
their subordinates on the staff, they become, or at least they should be~-
come, what in military parlance is called the G-2 annex on which operational
plans are based, and they are more and more being used in that way. Regret-
tably, the demand for intelligence estimates exceeds our ability to supply
them, -Consequently, we are having a 1ittle difficulty getting estimates in
in a timely way so that the staff officers who do the work for the Security
Council will have them well in advanes of their own job, which is the prep-
aration of draft policy papars. In some cases, we have been a little be-
hind the policy papers, but more and more we are keeping up to date and a
14ttle bit ahead of the parade.

QUESTION: It has been sald that the military commanders didn't have reliance
or confidence in the intelligence people and, therefore, much was krown to
them which was not to the intelligence men, and that that had an effect on
the estimates, Would you comment on this?

GENERAL SMITH: I don't think that reliance or confidence has anything to do
with the problem, It is simply the acute realization of the necessity for
security in connection with military plans and operations which has been
driven home to the personnel involved in exercising command, By a long
geries of traglc events over a period of years, the inescapable conclusion
has been arrived at that the more people who know about these things, the
more insecure are plans and operations, Consequently, the tendency always
is to hold on to information as tightly and closely as possible and not %o
give it out, It's the "peed to know" theory ralsed to the pth power. Ac-
tually, we do disseminate information much too widely; that's inherent in
ouwr bureaucratic system. Everybody wants to know; a lot of people who want
to know and who dori't really need to know are able to establish their right
to know regardless of what the intelligence chap or the operational chap
feels about it, Where military or other knowledge is required for the pro-
duction of an intelligence estimate, the solution, in my opinion, lies in
providing the intelligence producer with a series of assumptions which need
not reveal the plan, or which need not be entirely accurats, or which may
even be fictitious, because it is possible with such assumptions to produce
an intelligence estimate which the operational commander himself may scale
down, I don't think that anything better will ever be produced until we
gset up on the highest level some machinery for coordinated G-2 and G-3 es-
timates; and whether that is possible or not, I don't know,
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QUESTION: Do you feel that unanimity reduces the strength of many of the es-
timates?

GENERAL SMITH: We rarely have unanimity, and we don't strive for it., We
don't meke any effort to obtain it, so that itself is an academic question.
As a matter of fact, the dissenting opinion is encouraged if it's a valid
one; and if the dissenter 1s easily argued out of his position, then prob-
ably his dissent isn't worth very much.

QUESTION: Regarding the stabillty of the Agency, will the change in the Ad-
ministration have any effect on the Agency?

GENERAL SMITH: Since this is a statutory Agency supported by a career service,
there will be no change with chenges in the Administration. The Director
and his principal Deputies and Assistants are non-political appointees and,
while the Director himself must undoubtedly be a man whom the Chief Execu-
tive is willing to accept, and to whom he will give a certain measure of
confidence, it is unlikely that you will ever have a Director whose status
will change with changes in the Administration,

QUESTION: What changes would take place as a consequence of a hot war?

GENERAL SMITH: There would be no change in wartime, except that, in theatres
of active operations, our personnel under the senior representative present
would automatieally report to and carry out the orders of the senior mili-
tary commander in the theatre of operations, just as they are now doing in
Korea, In addition, our personnel would have mlssions targeted outside but
based on & military theatre of operations, These missions would be trans-
mitted to them from headquarters with the concurrence and knowledge of the
Joint Chiefs of Staff, and they would be supported by the Theatre Commander
concerned, '

QUESTION: Are the Senior Representatives overseas your alter egos?

GENERAL SMITH: Yes., With relation to myself or to any future Director, they
occupy the same position that the commender of a theatre of operations, in
e military sense, would occupy with respect to the military heads in Wash-
ington, :

QUESTION: If a "real" peace is achieved, what effect would this have upon the
offices under DD/P?

GENERAL SMITH: Well, I'm afraid that the question is academic insofar as the
1ifetime of mast of us is concerned, and while I would have to answer that
T don't know exactly, I don't think that that is anything that you need to
worry about in the immediately foreseeable future, Let's reserve that one
for, let us say, the 28th or 38th or 58th Orientation Course.

-
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QUESTION: With regard to the official ceiling on T/0's, do you anticipete
that there will be further cuts in the organization?

GENERAL SMITH: No. We'll have to increase a little bit for training purposes.
It's a simple fact that while we have budgeted for a rather large personnel
ceiling, we can't get qualified people to fill that personnel ceiling. They
just simply don't exist, We've gone about the limit, Occasionally one may
get from the outside very highly qualified men or women, tempt them in,
twist their arme and get them to sign up on a career basis., But they are
becoming fewer and fewer, so we must depend on theyounger people that we
are bringing up through the ranks, Of course these people are, in any tech-
nical service like our own, the heart and soul of a career organization.
Unless every private carries the baton of a field marshal in his knapsack,
he hasn't very much to look forward to, Unless every junior officer has
the right to expect promotion through the grades and ultimately the oppor-
tunity to occupy the highest post in the career of his choice, there is very
little to hold him in his job, So, my intention is to keep our numbers down,
to be selective instead of expansive, and to look more and more to the ju-
niors to £ill the senlor posts,

QUESTION: Is the policy of rotation of individuals in key spots in keeping
with the career concept?

GENERAL SMITH: Well, since I've ordered the rotation policy, I'm obviously
in favor of it., In the first place, one cannot conduct global operations,
as we conduct them, exclusively and entirely controlled by a desk in Wash-
ington, In the second place, our people in the field believe, and unfor-
tunately in some cases they've had grounds to feel, that the men who are
telling them what to do have never been on the sharp end of the stick,
There is a third and very impelling reason. An Agency of this kind, like
a military agency, is extremely ill-advised if it keeps its best talent at
home. It should get the best people that it can, get the most experienced
people it has, the most reliable people that it has, out to the point of
impact. Then, when you issue an order to & man in the field, knowing him,
knowing his capability and his reliability, you have every assurance that
the order will be properly carried out and that the duty will be well per-
formed. Accordingly, it is desirable to get the people occupying key po-
sitions, who have demonstrated their fitness for trust and competence, as
rapidly as possible to the critical places outside of the United States
which are the key to our effective operations,

QUESTION: Is there enough working level cooperation between CIA Offices today,
within the limits, of course, of security?

GENERAL SMITH: Yes, I think so, You have to try to arrive at a happy medium
between the necessity of knowing and the actual need of knowing. The desire
to provide cooperation exists, although the machinery, from time to time,
has not been as effective as one would like, I hope to increase cooperation
by the gradusl transfer of qualified personnel from one Division of the
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Agency to another, to a greater extent than has heretofore obtained, so
thet each officer will have a broader perspective than that given him by
work within one particular Division in which he may well specialize. But
he should have one or two alternate specialties, particularly when he goes
out into the field.

QUESTION: Does the fact that a CIA employee has reserve status hinder his
career or help it in CIA?

GENERAL SMITH: In my opinion, reserve status is an asset because it increases
the scope of the usefulness of a CIA officer, There are many jobs that we
do in which past military training or military experience is an essential
quality. There are also many jobs that we have to do where it might be de-
sirable to have a person actuslly identified with the military service, in
which case we can have him ordered to active duty and assigned to us.

QUESTION: Are you concerned about personnel turnover and are you taking steps
to minimize it?

GENERAL SMITH: Very much so., Our personnel turnover is by comparison rela-
tively small, but it's still much too large., That's one of the reasons why
I brought an Inspector General down here and made him available to anybody
in the Agency who had any complaint of any kind, As you know, you all have
opportunity also for a direct appeal to myself or Mr, Dulles if you feel
that you have been a vietim of injustice. OSo there is no excuse for any-
body goling unheard if they have a complaint or a legitimate question to
raise with regard to their official or personal lives within the Agency.

I will not, however, tolerate anybody going outside the Agency, I had a

case about six months ago., Since it was a special one, I have decided to
ignore it, One of our employees wrote a letter to the President. Of course,
he handed it to me. But we have an Inspector General for that,

QUESTION: Since we can not tolerate mediocrity in CIA, what does an employee
do when he finds it on the job?

GENERAL SMITH: If he is an executive, who is responsible for eliminating medi-
oerity, he should promntly eliminate it. On the other hand, no one likes
to be a talebearer, and no one likes a talebearer, In dealing with your
subordinates, be completely cold-blooded in eliminating mediocrity. When
you encounter it among your colleagues on the same level, just grit your
teeth and hope that your immediate surzrior will be as quick to recognize
it as you are.

QUESTION: Are we ever going to get our own building?

GENERAL SMITH: We have one authorized, but. we are torn two ways, At the pres-
ent time, the very fact that we are scattered and living and working in
shacks, while it militates against working conditions, at the same time it

o

S-E-C-R-E-T
Approved For Release 2002/08/22 : CIA-RDP55-00166A000100010001-2



Approved For Rglgase 20%2%)_80122 :ECI,;IQ«-RDP55-00166AM1 00010001-2

. Security Information

contributes indirectly to our security in that nobody knows just exactly
where we are, or how many people work for us, or what they do, On the
other hand, it poses security hazards because in our scattered condition
it's pretty hard to guard us, We want a building badly, but on the other
hand, as soon as we put one up.it will be bigger than most people think
and we will undoubtedly attract attention. The answer will probably be
thet we will use half measures and put up something of a permanent nature
for certain of our operations and make "several bites of the cherry."

QUESTION: Shouldn't we be proud of the fact that there is a CIA in the United
States coordinating intelligence and, therefore, do more to win a better
understanding of what we do and why we do it on the part of the press and
the American people? :

GENERAL SMITH: There's a great deal to be saild for that idea, but the United
States needs one silent service and I think that it would be all to the
good if we could so qualify, We can't, of course, Under our laws and un-
der the rights of Congress, there are necessities for discussion. We could
not, for instance, get the money that we need if we didn't tell a good deal
about our operations; and as their scope increases and as thelr cost in-
creases, the necessity increases for telling more people about it - in Con-
gress, for example, So the only happy medium that we can draw is to say as
little as possible consistent with the necessity for safeguarding our sources
and our methods of operation., The American press generally, at least those
who are deserving of consideration, who know something about the problems of
securing and utilizing information because that's their business too, are
basically respectful of an institution that talks as little as possible,

QUESTION: Are our relationships with Congress good?

GENERAL SMITH: Yes, although they are extremely limited, and that, of course,
in itself is all to the good. In our actual dealings with Congress, our
discussions have been limited to only two or three people on the appropriate
committee in each of the two Houses, and they are fully alive to the neces-
sity of security. During the time that I've been here, there has never been
any, even the slightest, breach of security from those members of the two
Houses with whom we have dealt, As a matter of fact, they are extremely re-
luctant to have it knewn that it is they who look into our little business
because they fear, and quite justly, that there would be a demand from
others to be permitted to know,

i
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11 February 1953

MEMORANDUM FOR THE RECCRD

SUBJECT: Training Bulletin (General Smith's Comments to the 8th Ori-
entation Course)

1. , Regulations Control Staff of DD/A, ad-
vises that #4 distribution of the Bulletin, to Branch Chiefs with rout-
ing to all personnel with appropriate security clearance,will require
epproximately | fo

2, Treining Aids Branch, after checking with
the reproduction facilities at Alexandrie, advises that the cost of pro-
duecing this Bulletin of 7 pages in] ] will coet about $50.00,
On the basis of an estimated 4 Bulletins per year, the cost would amount
to $200.00. :

3. If, as the Director of Training has suggested, the comments of the
DDCI and the Vice President, at the 9th Orientation Course, be made the
subjects of further Bulletins, the cost for thls fiscal year would not
exceed $150.00,

4e | | Chief, Budget and Fiscal Division, advises that these
costs can be slotled to the Training Alds Branch, OTR, and that funds are
there available for this purpose. E::::::::] Chief, Service and Supply
Section, will write up a requisition for the production of the Bulletin,
charging the cost to Training Aide Branch, 1503-10 (Support Staff). This
requisition will request that the production and distribution of the Bul-
letin be expedited (72 hours).

5. The Bulletin was cleared through| | of DD/A, Two pol-

icy questions were involved:

g, Whether format as Training Notice reguired certification by
a representative of the DCI, and centralized control under the DD/A.

b. Whether there should be centrzllzed control of the use of re-
production facilities.

Red White was consulted and he recommended:

a., That the Bulletin did not properly fit into the regulatory
system of the Agency and that, with a slight change of format, it could
appropriately be issued under the D/TR's signature (without status as
a Notice and without certification by representative of DCI),

b. That OTR then should arrange for reproduction, as required.

RET
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6. The format of the Bulletin has been changed in line with Col.
White's recommendations, approved by the Director of Training, and it
is on the way.

25X1A

ft/Chief, Plans and Policy Staff
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MEMORANDUM FOR: Director of Training -

THROUGH : Deputy Director of Training (General)
SUBJECT : Training Bulletin - Volume I, No, 1
1. The attached document has been coordinated with |:|of the 25X1A

Policy Staff, I&SO., As a result of this coordination, it was concluded
that the document should be clagsified "Secret." An effort was made to de-
termine if it was at all possible to hold it to "Confidential." In view of
the Genéral's comments on the hot war.question and the discussion of our
overseas activities, we both agreed that "Secret" was the lowest safe
classification which should be applied to the General's remarks,

2. The second point which was considered was that of distribution.
Distribution No, 5 goes to all employees of the Agency regardless of their
security clearance status. This means that people with provisional clear-
ances would not only have access to the document, but under distribution
No. 5 would be entrusted with its custody. We agreed, therefore, that dis-
tribution No, 4 was appropriate; distribution No. 4 goes to Branch Chiefs.
A paragraph has been added to the main body of the Bulletin which places
responsibility on the Branch Chiefs for circulation to their persomnel
cleared to receive Secret material, and which places on them responsibil-
ity for appropriate security control and retention of the document after
circulation,

3. After you have signed the Notice, and in accordance with I&SO
procedure in processing their Security Bulletin, the document is subject
to review and approval of the DD/A as an Agency issuance.

4. Upon approval by the DD/A, OTR must then arrange through repro-
duction facilities in Alexandria for the printing, collation, and distri-
bution. The most economical way of reproduction is a photographie one in
which the type script is photographed and multilith prints are made from
the photograph negative., This is the procedure employed by I&SO for the
Security Bulletin.
25X1A
5. After you have signed the document, this staff will hand-process 25X1A
the Bulletin through the DD/A and to the reproduction |

Chief, Plans and Policy otarf
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CENTRAL INTELLIGENCE AGENCY
OFFICE OF TRAIRING

NOTICE
RO, T-1-53 % Februsry 1953

SUBJECT: Training Bulletin - Volume I, Fo, 1

The Director of Central Intelligence, at the &th Or-
ientation Course, on 21 Rovember 1952, commented upon sub-
Jeets of universal interest throughout the Agency. The
guestions to which he responded and his answers are attached
horeto for the information and guidance of a2ll concerned,

are rexuesre S To

Branch Chiefs s'h:i'& circulate this document, as appro—
priate, and $8BUS%L its return for retention and security
control in their respective Offices,

MATTHEW BAIRD
Director of Training

Attachment: 1
Distribution No, 4
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Fenarks of GeneraliWadtemi®, Suith

and his answers to questions submitted

at the 2th Agency Crientation Course, 21 Bovember 1952

* * % @

GENERAL SMITH: Opening Remarks - I want to remind you that the service of
national intelligence and of nationsl security has become a permanent,
honorable career. It is in effect a fourth service as compared with the
three military services, and its operation will be continuous and accel-
erated In time of war, under 1ts own command and under its own organiza-
tion. Since the passage ¢f the National Security Aet, intelligence is
eble to offer you permenent, secure and hcnorable careers and it is to
your credit and to our advantzge that you have accepted intellirgence
careers earnestly and seriously. I do not think that many of you will
ever feel that you have made 2 mistake,

25X1B QUESTION: .Is the national intelligence which we are now making a good
support for the national policy?

QUESTION: To what extent is the intelligence product actually used by
those who formulate national policy?

GENEBAL SMiTH: We have a gcod deal to learn in methods of using intelli-
gence to get the best wvalue out of it., This is a situation which will
correctitself in time as the intelligence product becomes more and more
relisble, As 1t now works out, we prepare certain intelligence esti-
mates on the national or strategic level which are based on & schedule
for production dependent largely on the problems which will confront
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thé%gggelen which supports thgcgg%gcnal Security Council. When those
estimates are prepared and are turned cver to the members of the Nation-
al Security Council and their subordimates on the staff, they become,
or at least they should become, what in military parlance is caslled the
G-2 annex on which operaticnal plans are based, and they are mcre snd
more being used in that way.[ Regretably, the demand for intelligence
: estimates exceeds our ability to supply them. Consequently, we are
QJJQ having a little difficulty getting estimates in?h timely way sc that the
VL 1 staff officers who do the werk fcr the oecurity Council will have them
///’f well in advance of their own job, which is the preparation of a draft
poliey papers, In scme cases, we have been a 1little bhehind the nolicy
papers, but more and more are we keeping up to dste and a little bit
ahead of the paradgi:}
iv
QUESTION: It has been said that the military commanders didn't have re-
liance or confidence in the intelligence people. and, therefore, much
was known to them which was not to the intelligence men, and that that
had an effect on the estimates, Would you comment on this?

GENERAL SMITH: I den't think that reliance or confidence has anything te
do with the problem, It is simply the acute realization of the necessl-
ty for security in connection with military olans and onerations which
has bsen driven hcme tc the personnel involved in exercising command,

By & long series of tragle events over a period of years, the inescara-
ble conclusion hias been arrived at that the more people who know about
these things, the more insecure are plans and operaticns. Consecuently,
the tendency always is tc hold on to information ns tightly 2nd closely
a8 posaible and not te give it out., It's the "need to know" theory
raised to the pih power. Actually, we do disseminate information much
too widely; that's inherent in our bureaucratic system, FEverybody wants
to know; a lot of the people who want to know and who don't really need
to know are able to sstablish their right to know regardless of what
the intelligence chap or the operational chap feels about 1%, Where
j military or other knowledge is required for the production of an intel-
i ligence estimate, the sclition, in my opinion, lies in providing the
intelligence producer with a series of assumptions which rneed not re-
veal the plan, or which need not be entirely accurate, or which may even
be fictitiocus, because it -is possible with such assumptions to produce
an intelligence estimate which the operaticnal commander hivself may
scale down. I don't think that anything tetter will ever e prcduced
until we set up on the highest level some machinery for cocordinated G-2
and G~3 estimates; snd whether that is pcssible or not, I don't know,
QUESTION: Do you feel that unanimity reduces the strength of many of the
estimates?

s R

s 5 Wy

GENERAL SMITH: We rarely have unanimity, and we den't strive for it. We
don't make nny effort to obtain 1t, so that itself i= an academle nuestion.
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As & matter of fact, the disséﬁ%fgﬁhbgfﬁ»%n is enccuraged if it's a walid
one; and if the dissenter is easlly argued out of his position, then
 probably his dissentisn't werth very much.

QUESTION: Regarding the stability of the Agency, will the change in the
Administration hnve any effect on the Agsney?

GENERAL SMITH: Since this is a statutory Agency supported by a career ser-
vice, there will be no change with changes in the Administration. The
Director and his principal Denuties and Assistants are non-political ap-
pointees and, while the Director himself must undoubtedly be a man whom
the Chief Fxecutive is willing to sccept, and toc whom he will glve a cer-
tsin measure of confidence, it is unlikely that you will ever have a Di-
rector whose status will change with changes in the Administration.

QUESTICN: What changes would teke place as a consequence of a hot war?

GENERAL SMITH: There would be no change in wartime, except that, in theg-
tres of active operations, our vpersonnel under the senior representative
present would automatically report to and ecarry out the orders of the -
genior militery commender in the theatre of operations, just as they are
now doing in Korea., In addition, our personnel would have missions tar-
geted outside but based on a military theatre of operations, These mis-
sions would be transmitted to them from headquarters with the concur-
rence and knowledge of the Joint Chiefs of Staff, and they would be sup-
ported by the Theatre Commander concerned.

QUESTION: Are the Senior Representatives overseas your alter egos?
GENERAL SMITH: Yes. With relation to myself or to any future Director,

they cccupy the same position that the commander of a theatre of opera-
tions, in a mllitary sense, would occupy with respect to the military

mﬂ/,haads in Washington,

e

QUESTION: If a "real" peace is achisved, what effect would this have upon
the offices under DD/P?

A4 GENERAL SMITH: Well, I'm afreid that the question is academic insofar as

the lifetime of most of us is concerned, and while I would have to answer
that I don't know exactly, I don't think that that is anything thst you
meed to worry about in the immediately foreseeable future. Let's reserve
that one for, let us say, the 28th or 32th or 5¢th Orlentation Course,

QUESTION: With regard to the official ceiling on T/0's, do you anticipate
that there will be further cute in the orgonization?

GENERAL SMITH: No, We'll have to increase a little bit for training purposes.

It's = simple fact that while we have budgeted for a rather large verscnnel
ceiling, we cap't get the qualified people to fill that perscnnel ceiling.
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They just simply don't exist, We've gone about the limit, Occasion-
ally one may get from the outside very highly qualified men or women,
tempt them in, twist their arms and get them to sign up on a career
basia, Put they are becoming fewer and fewer, so we must depend on

the younper peoples that we abre bringing up through the ranks. {f course
these pecnle are, in any technical service like our own, the heart and
scul of z earser organization. Unless every private carries the baten
of & field marshall in his knapsack, he hasn't very much to loock for-
ward to. Unless every junior ¢fficer has the right to expect promotion
through the grades and ultimately the opportunity to cceoupy the highest
post iIn the career of his choice, there is very little to hold him in
his job., Se, my intention is to keepn our numbers down, to be selective
instead of expansive, and to look more and more tc the juniors to fill
the senlor nosts,

QUESTION: Is the polley of rotation of individuels in key spots in keeping

with the earser conoept?

GENERAL SMITH: Well, since I've ordered the rotation policy, I'm obviocusly

in favor of it. In the first place, one cannct conduct global operations,
as we condict them, exclusively and entlrely controlled by a desk in Wash-
ington. In the second nlaece, our veonle in the field believe, and unfor-
tunately in some eases they've had grounds to feel, that the men who are

" telling them what to dc have never been on the sharp end of the stick,

There 1s a third and very impelling reason. An Agency of this kind, like
s military apgency, 1is extremely 11l-advised if it keeps its best talent
at home, It sheuld get the best neople that it can, get the most exper-
ilenced people it has, the most reliable people that it has, cut to the
voint of impact. Then, when you issue an order to s man in the fleld,
knowing him, knowing his capsbility and his reliability, you have every
assurance that the order will be properly carried out and that the duty
will be well perfcrmed., ,{Epccrdingly, 1t 18 desirable to pet the neople
occupying key rositions, who hnve demonstrated their fitness for trust
and competence, as rapidly as nossible to the critical places outside of
the United States which are the key to our effective aperationgl]

day, within the limits, of course, of sscurity?

GENERAL SMITH: Yes, I think so, TYou have to try tc arrive at a hapvy med-

ium between the necescity of knowing =2nd the actual need of knowing. The
desire to provide cooperation exists, =lthough the machinery, from time
to time, has not been as effective as one weuld like., I hope to increase
cooperation by the gradusl trensfer of qualified nerscnnel from one Divi-
gion of the Agency to snother, to a greater extent than has heretofore ob-
tained, so that each officer will have & broader persrective than that
given him by work within one particular Division in which he may well
specialize. Put he should have cne or two aliternate specialities, parti-
eularly when he goes out intec the field,

-
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QUESTION: Does the fact thet n CIA employee has reserve status hinder his
career or help it in CIA?

GENERAL SMITH: In my opinion, reserve status is an asset because it increases
the scope of the usefulness of a CIA officer. There sre many jobs that
we do in which past military training or military exyerlence is an essen-
tial quality. Trere are also meny jobs that we have to dc where it might
‘e desirable t¢ have a nerson actuslly identified with the military ser-
vice, in which cese we cnn have Lim crdered to active duty and assigned
to us,

QUESTION: Are you concerned about personnel turnover and are you taking
steps to ninimize it7 , ‘.

GERERAL SMITH: Very much so. Our versonnel turnover is by comparison rela=-
tively small, but it's still -mech too large., That's one of the reasons
why ¥ brought an Inspector Genernl down here and made him available to any-
body in the Agency who had any complaint of any kind., As you kncw, you all
have opportunity salsc for a direct apneal to myself or Mr. Dulles if you
feel that ycu have been a vietim of injustice. So there is no excuse for
anybedy golng unheard if they have arcomplaint or 2 legltimate question to
reise with regard to their official orpersomal lives within the Agency.

zﬁ( i 1 will not, however, tolerate anybody going outside the Agency. I had a

ease sbout six months ago. Since it was a special one, I have decided to
| ignore it. Cne of our employees wrote a letter to the President., Of
{‘Ecurse, he handed it to me, DBut we have an Inspector General for that,

QUESTINN: Sinee we can not tolerate mediocrity im CIA, whet does an employee
do when he finds it on the job?

GENERAL SMITH: If he is an executive, who is responsible for eliminating
medioerity, he should promntly eliminmate it. On the other hand, no one
likes to be a talebearer, and no one likes a tmlebearer. 1n dealing with
your subordinates, be comoletely cold-blocded in eliminating mediocrity.
When you enccumter it among your colleagues on the same level, just grit
your teeth and hope that your immediate superior will be as quick to recog-
nize it as you are,

QUESTION: Are we ever going to get our own building?

GENERAL SMITH: We have one authorized, but we are torn two ways, At the
present time, the very fact that we sre scattered and living and working
in shacks, while it militates agsinst working ccnditions, at the same
time it corntributes indireectly tc our security in that nobody knows just
exzetly where we are, or how many neonle work for us, or what they do.
On the other hand, it noses security hazards beceuse in our scatiored
eondition it's pretty hard to guard us. We want 2 building badly, but

—5a
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on the other hand, zs soon as we put one up it will be bigger than most
people think and we will undoubtedly attract attention. The answer will
probably be that we will use half measures and nut up something of a
permanent nature for certain of our onerations and make "several bites
r—m ©Of the cherry."

QUESTION: Shouldn't we be nroud of the fact that there is a CIA in the
United States coordinating intelligence and, therefore, do more to win
& better understonding of whet we do snd why we do it on the part of the
press and the American neople?

States needs cre silent service snd I think that it would be =211 to the
good if we could so quslify. We can't, of course, Under our laws and
under the rights of Congress, there sre necessitles for discussion. We
could not, for instance, get the money that we need if we didn't tell a

/%: GENERAL SMITH: There's a great deal to be said for that idea, but the United
N

! in Congress, for exsmvle. So the only happy medium thet we can draw is
ing our sources and our methods of operation, The Ameriean press gen-

thing about the nroblems of securing and utilizing information because
that's their business tco, are basically resnectful of an institution
that tslks as little as nossiltle,

QUESTION: Are our relationships with Congress good?

good deal about our operations; and as their scope increases and as thelr
cost increases, the necessity incresses for telling more people about it -

to say as little as possible consistent with the necessity for safeguard-

erally, at least those who are deserving of consideration, who know some=-

CENERAL SMITH: Yes, althcugh they are extremely limited, and that, of course,
in itself is all to the good, In our actual dealings with Congress, our
discussions have been limited to only two cor three people on the approprie-

i ate committee In each of the two Heuses, =nd they nre fully alive to the

necesgity of security. During the time that I've been here, there has

extremely reluctant to heve 1t known thst it is they who loock into our
little business beceuse they fear, and quite justly, thst there would be
a2 demand from cthers to be permitted to know,

|
g
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Remarks of General Walter B. Smith
and his answers to questions submitted
at the 8th Agency Orientation Course, 21 November 1952

General Smiths Ez_lw.ve found that there are always a number of questions
which our psople would like to ssk, not only in connection with the
over-all business of the Agency, but In connection m;gh their peraonal
eareers. Please have no hesitation in asking tﬁich ma;y cccur
o0 you. If I cannot myself answer yeuli—guestiens—fren—the
I will see that you get them answered by someone who 8 poasibly mora
competent and more familiar with the detalls than ITewlil want to remind
you that the service of national intelligence and of national securlty
has become a,permanent, bonorable career, is in effect a fourth
service aaf%ed with the three military services,—sed Jts operation
w11l be continuous and accelerated in time of war, under its own
command and under its own organization. Since the passage of the
National Securiiy Act, intelligence is able to offer you permanent,
gecure and honorable careergland it is to your credit and to our

sdvantage that you have accepted areers earnestly amd seriously.
I do not think that many of you will sver feel that you ha'm made a
mistake.

ki R P

Question: Jegsrding-the- s%abilitymo&the—km Vi1l the change in the
Administration have smy effect on the Agency. end-what—wonld-happen
to us in time of hot-war? ‘

(jeneral Smith: }%ggba statustory Agency supported by a career
service, there will nb change with changes in the Administratien@
The Director and his principal Deputies and Assistants are non-
political appointees and, while the Director himself must undoubtediy
be a man whom the Chief Executive is willing to acecept, and to whom

he will give a certain measure of confidence, it is unlikely that m‘tﬁm

Mmmrecurm status will change with changes in
the Administratione /As—a-statuatery-orgenization-ostablished to-

service the Nationsl Govermment, there is no- possibi ty o. N/ JERPP
1%% ¥

that T can anticlpate over the long views ndie Eh
except that, in theatres of sctive operations;
~is-goinp-ow—~ our persomel under the §enior representative presant

. \ SECRE?
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would automatically report to aﬁd carry out the orders of the senior
military commander in the theatre of operations, Just as they are
‘».mw doing 1!! Ol'eal, - N crei 2 e 2 B vty o o ey o e Tas v .

hased on a military theatre of operations.
Those missions would be transmitted to them from headquarters with

the concurrence and knowledge of the Joint Chiefz of Steff, and they
would be aupported by the Theatre Commander concerned.

# % #
Question: Are the Senior Representatives overseas your alter egos?

General Smith:s Yes. With relation to myself or to any future Mrector,
they occupy the same position that the commander of a theatre of
operations, in a military sense, would occupy with respect to the
military heads in Washington.

ki K2 #

|

Queations pollicy of rotation of individuals

in key spotsy in keeping with the career co ept?
General Smith: Well, wince I'we ordered mﬁ‘.%ﬁeﬂt, I'm obviously
in favor of it. T would like-te-amplify.that aViittlo-bit:, In the

first place, one camot conduct global operations,as-woe-conduct—~then,
exclusively and entirely controlled by a desk in Washington. In the
second place, ow peopls in the field belisva » and unfortunaztely in
some cases they‘&' had grounds to feel, that the men who are telling
them what to do have newver been on the sharp end of the stick. There
is a third and very impelling reason. An Agency of this kind, like
a military agency, 1s extremely 1ll-advised if it keeps its beat
talent ab home, I g%a;%? get the best people that it can et the
most experienced’é,\ ople “that 1t has most-relisble-peopte—that
dt-hes—out to the point of impact% #hen you issue sn order
to a man in the field, knowing him, lmowing his ga bility and his
reliability, you have every assurance tha% be properly carried
out, apd—thad—the-duty will be. well performed, Accordingly, it is
desirable to get the people we—havo-lens occupying key positions, who
have demonstrated their fitmess for trust and competence, as rspidly
as possible to the critical places outside of the United States which
are the key to our effective oparations, '

# * o ®
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(uestion: M gt;e;o@ enough working level cooperation
. betseen CIA Offices today, within the limits—of-ssuses, of
: security?

General Smith: Yes, I think po, You have to try to arrive st a happy
‘medium between the necessity of knowing and the actual need of
knowinge pertioulerdy with regard to our sanaitive Offices. -ie-
M‘%ﬁe {ntention of the policy and the desire to provide that

cooperation exists, although the machinery, W{\ be
has no n as effective as one would like. Y S
thts by pradual transfer of qualified personnel from one Division

of the Agency to another, to 3 greater extent than heretofore
obtained, so that each officer : have a

brosder perspective than that given him by vwork within one
particular Division in which he may well speciglize. But be should
have one or two alternate specislties, particularly when he goes
out into the fle}d.

#* * k-
Ouestion: Many—6F reperve—atatus, Does the fact that a
CI A employee Ww& : hindsr his carecr os
hedpedd in CIA? g anaans

General Smiths “thinic 14 wouid-tmIp
W%ere are many jobs that we do 1nuﬁcm

7 training or pest n&t}ary experience is an essentlal quality,
7 “Fhere are’many jobs that we have to do where it might
/ be degirable to have Y v tdentified with the militery
serviceyin which case we can have tAdf ordersd to active duty o
assigned to ua. neacl o » yos e o SOTEIRG A, )
o Sophn-mar-optitens €oserve status 18 an asset because it increased
. the scope of the usefulness of a CIA officera \

. .
—ewe —

% * *

Questions Are you concerned about personnel turnover and are you
taking steps to minimize 1¢?

General Smith: Very much so, Our personnsl turnover is by comparison
relatively small, but it's still much too large. That’s one of
& _
T T L2 oy Lo i aaney oo had ey conplatat
of any kind, As you know, you all have opportuity also for a
direct sppeal to myself or Mr, Dudles if you feel that ydu have
been a victim of injustice, So there is no excuse for anybody

njw
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going unheard if they have a complaint or a legitimate question to
raige with regard to their official or personil lives within the
Apsney, I will not, howsver, tolerate anybody going outside the
Agency. I had a case about six months ago. Since it wus a special
oney I have decided to ignore it, One of our employees wrote a
letter to the Presidsnt = of course he handed it to me. But we
have an Inspector General for that, and-you-can—eii-00ie-50-a0Mmecty

# * #*

muestions Since we can not tolerate mediocrity in CIA, what does an
employee do whsn he finds it on the job?

Goneral Smith: If he is an executive, who is responsible for eliminating
mediocrity, he should promptly eliminate it. On the other handy
no one iikes to be a talebearsr, and no one likes a talebearer. In
dealing with your subordinates; be completely cold-blooded in
eliminating mediocrity, Where you encounter it among your colleagues
on the same level, just grit your teeth and hope that your immediate
superior will be as quick %o recognize it as you are.

i * %

Question: With regard to the official ceiling on T/0's, d you anticipate
m that there will be further cuts in the organization?

wivla

Gionerel Smith: No, J-denlé,, We™S2 have to increase a little bit for
training purposes. Itis a simple fact that while we, have,a ratheyr
large persomnel cei ‘budgeted forfwe ¢an't get the quallfied
peopla to £i11 that persomn Tag. They just simply don't
exist. Weive-gane ghovt the limit, Occesionally one may get -from
she-outside very hishly qualified men or women, tempt then in, twist
their arms snd got them to sign up on a career basis.

But are
becoming fewer and i‘emr%:o we rust depsnd on the yow%
9

that we are bringing up through the ranks. - Of cours

any technical service like our own, the heart and soul of a carcer
organization. Unless every private carries the baton of a field
marshall in his Imapsack, he hasn't very much to look forward to.
Unless every junior officer has the right to expect promotion through
the grades and ultimately the opporturity to occupy the highest post
in the career of his choice, there is very little to hold him in his

ob, So,; my intention is to kesp owr numbers dowm, to be selective
nstead or expansive, and to loog more and more to"bhe Jjoniora to
£111 the senlor posts.

# ¥ #
nl‘m
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Question: Is the national inteliigence which we are now making a
good support for the National poliey? .

Genersl Smith: We think it is, We think that the product of na=
tional intelligence been steadily inereasing in quality
and that wew it has,aftained a standard of excellence which
Sumii®iom ito ascentsnce ss the basis for nationsl planning,

. is congtantly -ceming up and -that-Ixr jo vhe
_ telligence product actually used by those who

Approved For Release 2002/08/22 : CIA-RDP35-00166A000100010001-2

ens ¥ '
formulate national

, _We have a good deal to learn in methods of using ine
telligence to get the best value out of it. This is a situation

vhieh will cerrect itself in time as the

beccmes more and more reliable.

intelligenee product

As it nov works out, we prepare

certain intelligense estimetes on the national or strategic level sille ) g
based on & schedule for thebs produc
problems which will eonfront the genildd-e
Jmows«ieo-bhe staff echslon which supports

, and-gn Shis stafiithe Contral Intelligence Agency has

tion dependent largely on the
the Security

“yhan those estimates are preparsd and are turned
over to the members of the National Security Comeil and thelr

gsuberdinates on the staff, they become, OT at least they should
beam,uhat,vin military parlancee is called the G~-2 ennex on

which cperational plans are based

and they are more and more

being used in that vay. Regrsttably, the demand for intelll-
gences estimates exceeds our sbility 1y Yhem. i.,..e nsequently,

we are having a 1little difficulty SR e TN
80 that the mtaff offieers-who do the-work for the .S
of—itheir own job, witeth

will have them well in advance

ration .of-a draft policy papers-

behind the poliey papers, but mor

%

prepas-c. s

In some easéa, ve havé been a llttle

and more are we keeping uwp to date
and s little bit ahead of the parade,

abee the Ml e
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PP
§ / Question: Are we ever going to get our oun building?
e Gemeral Suith: ~Umlase no guth%}ized,w we are

torn two ways. A%t the present time, the very Pact that we
are soatiered and 1living snd working in shacks, vhile »1
militates against vorking conditions ab the daiis Ll oon.-
tributes indirectly to our security in thet nobody knowus
Just exactly where we are, or how uany peop.ie work for us,
or what they do. On the other hand, it poses security
hazards because in cur scattered condition it's pretiy hard
to guard us. We want a bullding badly, but on the other
hand, as soon as we put one up it will be bigger than most
people think and we will undoubtedly attract attention.
The answer will probably be that we will use half measures
and put wp something of a permanent nature for certsin of
owr operations and make "several bites of the cherry,”

# % #*

Question: If a "real" peace is achieved, what effect would this
have upon the offices under DD/P?

L e General Smith: Well, I'mafraid thet the question is academic 4
‘dtpelf insofar as the lifetime of most of us is conecerned,
and while I would have to answer that I don't know exactly,
I don'tthink that that is anything that you nead to vorry
about in the immediately foreseeahle future. Let's reserve
that one for, let us say, the 28th or 38th or 58th Orients-
tion Course.

#* * *

~7 3 Question: Do you feel that unanimity reduces the strength of many
’% / of the estimates?

it K ,/'r
s General Smith: We rarely have wmanimity, and we don't strive for
it. Ve don't make any effort to obtain it, so that itself is
an academic question. A4s a matter of fact, the dissenting
opinion is encouraged if it's a valid one; and if the dissonter
is easily argued out of his position, then probably his dissent
ian't worth very much.

* * %
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Cuestion: It has been sald that the military commanders didn't
have relliance or confidence in the intelligeree people and,
therefore, much wes known to the: which was not to the ine
telligence men, and that thet had 2un effect on the estimates,
Woul? you cormrent on this?

General Smith: T Aor'tThink that reliance or confldence nas any-
thing te do with the problem, It ip simply the acute resil-
zation of the necessity for sscurity in connection with mili-
tary plane and operstione vhich has beer Ariver hare to the
persormel involved in exercising command, By a lomg serles
of tragie events over a period of years, the inescapable con-
clusion has been arrived at that the more people who know
about these things, the more insecure sre plans and cpersations.
Consequently, the tendency always is to hold on to information
as tightly and closely as possible and not to give 1t out.

It's the "need to know" theory ralsed to the nth power. Aac-
tually, we do disseminate information much too widely; that's
inherent in our bureaucratic system, Everybody wants to lmow;

a lot of the people who want to ¥now and who don't really need
to know are able to establish their right to know regardless of
what the intelligence chap or the operational chap feels about
it. Uhers military or other knowledge 1s required for the pro-
duction of an intelligence estimate, the solution, in my opinion,
lies in providing the intelligence producer with & series of as-
sumptions which need not reveal the plan, or which need not be
entirely accurate; or which may even be flctitious, because it
is possible with such assumptions to produce an intelligence
estimate which the operational commander himself may scale down.
I don't think that anything better will ever be produced until
we set up on the highest leével some machinery for coordinated
Gw2 and =3 estimates; and whether that is posasible or not, I
don't know,

* ] »

Question: Shouldn't we be proud of the fact that thers is a CIA in
the Thited States coordinating intelligence and, therefore, do
more to win a better understanding of what we do and vhy we do
it on the part of the press snd the imerican people?

General Smith: Well, that's s gquestion that has plagued us for a
long time. There's a great deal to be said for that ides, but
the United States needs one silent service and I think that it
would bs all to the good if we ecould so qualify, We can't, of
courge. Under owr laws and umder the rights of Congress, thers

- 7 -
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there are necessities for discussion, We could not, for in-
gtance, get the money that we need if we didn't tell a good
deal about our operations; and as their secope increases and
as their cost increases, the necessity increases for telling
more people about iteein Congress, for example. 5o the only
happy medium that we cen drav is to say as l1ittle as possible
consistent with the pecessity for safeguerding ouwr sources
and owr methods of operation, The American press generally,
at least those who sre deserving of consideration, who know
pomething about the problems of securing and utilizing in-
formation because that's their business too, are basically
respectful of sn instituion which talks as little ap possible.

“ * ™ -
L'x i

g : (
H ! [f // Question: Are our relationships with Congress good?

General Smiths Yes, elthough they are extremely limited, and that,
of course, in itgelf is all to the good. In our nctusl dealing
with Congress, our discussions heve been limited to only twe or
three people on the sppropriate committee in each of the two
Yiouses, and those with whom ve deal are fully alive %o the
necessity of security. During the time that Itve been here,
there has never baen anyw-even the slightesty-breach of se-
curity from those members of the two Houses with vhem we have
deslt. As & matier of fmct, they are extremely reluctant to
have 1t lmown that it is they who look into owr little business
becsuse they fesr, snd quite justly, that there would be a dew
mand Prom others slso to be permitted to kmow,

L ] ® *
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4 March 1953

MEMORANDUM FOR: Director of Training

SUBJECT: Proposed Release of Vice President Nixon's Remarks
a. Memorandum from DD/P to DCI dtd 25 February 53;
Subject: "Proposed Release of Vice Pregident

Nixon's Remarks, to the field. (Att. 1)
b. Text of Speech by the Honorable Richard Nixon
at the Ninth Agency Orientation Course

REFERENCES:

1. The attachments 1listed above came to me from the Publications
Office of the DD/P for publication as an Agency dissemination., Since
I was of the opinion that an issuance such as this has no place in the
regulatory system (Regulations, Notices and Handbooks) of the Agency,
the matter was referred to | ] and Colonel White for deter-
mination as to the form and manner in which the desired dissemination

could be arranged.

. 2, The Assistant DD/A has instructed me to advise that Training
has been designated as the most appropriate office for the preparation
of this material for both headquarters and field disseminationm. He
also advised that| | concurs with this designation,

3, For your information, [ | has expressed the view
to me that proper field distribution would appear to be that given the
most widely distributed "News Letter", This apparently is all Chiefs
of field activities—-both of DD/P and DD/I, Further, the Publications
Staff of the DD/P can no doubt assist you in any matters of steriliza-

tion of the fisld distribution and in effecting the actual distribution.

Special Assistant to the
Deputy Director (Admin.)

Enclosures - 1
References a and b
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25 February 1953

MEMORANDUM FOR: The Director of Central Intelligencé
SUBJECT: Proposed Release of Vice President Nixon's
Remarks, to the field. J

e

1. You requested me to look over the attached report of

fui Vice President Nixon's statements st the Ninth Agency Orientation
gﬁﬂq . Course, and to provide to you my opinion as to the desirability of
Lo a sending copies of this report to our field stations as an item of
%g o3 5 interest and general information., I have read the report and it
Q"_‘gu is my conclusion that it would be desirable to forward copies of .
CmbE E 4] it to our field stations. 1t might be pointed out in a brief intro-
‘ %4" B 5 ductory paragraph that Mr. Nixon throughout most of his speech was
‘ ok 1 purporting to give a picture of what he considers to be certain
25X§’; L : “congressional points of view. Mr. Nixon made this statement sever-
U * e 8l times during the course of his remarks, but I consider it de=
‘ g £  sirable to emphasize this point since otherwise the field might
10 mﬂm‘ | draw the conclusion that the remarks represent current "national
u j: 3 % - Lpolicy", which is not necessarily the case in all respects.
c8E0d
; :*;{:Jﬁ o ‘-:’ g 2, The references to the whys and wherefores of the Yalta
Ezﬁ fé and Potsdam conferences (pages 5 and 6) and certain statements at
"‘g (o} the top of page 7 as to what caused the Communist take-over of
; | l' ! China, are of course controversial subjects. But since, as indi-
' {;Iég i cated above, Mr., Nixon puts these points forward as representative
?f = R of congressional opinion, I can see no objection to their being
o 194 e i 5’ included in what goes forward to the field. Moreover, I don't
£ é 9 think it would be wise for us to attempt to revise Mr, Nixon's
t ;;.m ?:«:: statements in any way or to provide any balancing commentary,
{_.“:'\"Jg: even with respect to the most controversial points. There is, in 25X1A
t U160 oG my opinion, much to be said for the point of view expressed by Mr.
e Y Nixon on these points, even though one does not have to accept
& tiiﬁ\‘m his rationale completely.
Pl ia R 2\‘5
Canko
SOk
2 HoR
OEZZ =

4 FHANK G, WIDNDR
Deputy Director (Plans)

Attachment

Transcript of subject
remarks. .
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CENTRAL INTELLIGENCE AGENCY

OFFICE OF TRAINING

TRAINING BULLETIN
NUMBER 3

6 March 1953

SUBJECT: Address of the Vice President of the United States,
The Honorable Richard Nixon

1, The Vice President, the Honorable Richard Nixon, at the
Ninth Agency Orientation Course, on 10 Februaery 1953, spoke on the
current world situation,

2. The Vice President pointed out thet he spoke on thls sub-
ject from a Congressional point of view, and as representative of
Congressional opinion, His address should not, therefore, be in-
terpreted in its entirety as representing current national policy.

3, Some of the subjects about which the Vice President apoke

are, of course, controversial, but it is believed that his speech
and his point of view will be of universal interest throughout the

Agency.,

MATTHEW BAIRD
Director of Training
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SECUKITY. [NEGRMATIUH

ADDRESS OF THE VICE PRESIDENT OF THE UNITED STATES
THE HONORABLE RICHARD NIXON- >/
AT THE - €

NINTH AGENCY ONRINTATION COURSE- » v+

[& ‘(: _‘s" B3 % 5\‘ /Q
# 3 ¥ ¥ ¥ ¥ OH\H X %

When Mr. Dulles invited me to talk before this group, I had very

ANGE
T22.

grave doubts as to what I might be able to contribute to thls program.

That you are all experts or potential experts in a very specialized fieldg

= NO 32.NO CH
5 S C RET. JUS

was clear to me when I read the contents of the printed program showing &

. HA 703

both the coverage of subject matter and the biographic sketches of the 'g
participants. I, therefore, know that I would be out of my depth were %
T to attempt to compete with intelligence experts in talking to you. E
Thus, it appeared that my most appropriate contribution to this training
course should come from a recognition of your interest in gathering and
analyzing facts which are then used as the basis for forming National
Intelligence Estimates for the National Security Council of which I em

a statutory member. Further, realizing that whatever is done in the

formulation of forelgn policy must in the final analysis receive the

support and approval of the Congress, I felt I would attempt something
which is rather unusual--nemely, analyze the current situation with which
we are confronted in the world as seen through the eyes of an average
U. 8. Congressman or Senator. This I can do because I have been an average
Congressman and Senator, This I would like to do because much misunder-

standing exists in the Executive Departments and Agencies regarding the
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Congress, both House and Senate, much of which is attributable to a ten—
dency to be overly fearful of what the Congressman or Senator is going
to think or do and, hence, what must be done to make him act in "proper
fashion,"

I came to the House in 1947 just at the beginning of the period when
we were developing the programs which you are working with and under today,
That was the year of CIA's creation in the Nationsl Security Aet of 1947,
Naturally, what I say will be colored to a great extent by my own back-
ground and experiences. However, in working up my thoughts today I have
attempted to make them representative of the thoughts of most of the Senstors
and Congressmen, both Republican and Democrats--probably more Republicans
--who believe that some changes in the direction and attitudes of our

foreign, military and security policies need to be made.

First, I believe it is appropriate to start with an analysis of our
foreign policy as inherited from the past administration. The first question
we have to ask ourselves is whether this policy ought to be continued as is
—-intact--or modified to some degree. Fairness demands that we pose the
query as to whether or not that policy has been successful, To answer
this question we must go back at least to the end of World War II--the
most costly war in the history of the world., That was the time when the
people of the United States had great hopeé for the future, with our
complete military superiority, based justifiably on the possession of

the best Army, Navy and Air Force plus the monopoly of the atomic bomb,
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In secanning the peoples of the world we felt that all were on our side
with the exception of possibly 180 million to 200 million in the USSR
and the satellites., Such was the situation at the end of World War II.

Since that time the Congress hes appropriated approximstely 100
billion dollars for military purposes end about 33 to 35 billion for
foreign aid, most of which has gone to Europe.

We also developed certain plans and programs--the Greek-Turkish Aid
Program, the Marshall Plan, and others which were designed to stop the
march of aggressive Communiam throughout the world and to roll back that
tide. But as we analyze the results of that policy today and after ell,
people in political life think usually in terms of results and not in
terms of causes and excuses, no matter how good those excuses may be,

I believe that most of us get somewhat of a shock in finding that we have
lost our military supremacy--though not completely, certainly to a great
degree. For example, we are stronger in strategic air power but we are
definlitely weaker in tsctical air. Even though we are more powerful on
the sea, I think even good Navy men, and I happen to be one, will admit
that we are probably wesker under the sea. We no longer have a monopoly
on the atomic bomb although, of course, we derive consolation from our
conviction that we have many more and better ones than our enemy.

As far as peoples in the world are concerned, and that, of course,
is the most dramatic part of this analysis, we find that we have lost
600 million people to Communist control, for various reasons, some of

them probably pretty good.
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Now those are the facts--the facts which concern the average U. S.
Congressman, the average U, S. Senator, and accordingly the average
American, Since this policy seems to have failed in some instances, the
question arises as to how this did happen.
# 'kt this point I reject two extremes that probably you will find today

in the Congress of the United States and through our country. One extreme
contends that the only reason this happened is because the people that made
the policy intended it that way. This morning I do not intend to go into
any detail on the question of disloyalty in the Government. But without
minimizing the importance of this problem, I think any reasonable person re-
Jects the idea that the failures we have had in foreign policy since World
War II have to any considerable extent been caused becsuse those who made
the policies deliberately intended that they fail,

At the other extreme is the fatalistic view of those who say that the
results were lnevitable because of the cleverness and aggressiveness of
imperialistic Russian Communism., Proponents of this view conclude that
the chicanery and subversive methods of the Soviets in their use of means
that we would never adopt brought results which gave them thelr great suc-
cesses and gains and that nothing we could or would have done would have
changed the results.

I repeat that both of these extreme viewpoints must be rejected be-
cause I think that there is another ground which represents better the think-
ing of the great majority of the members of the House and the Senate and
which I belleve is representative of the American viewpoint. Frankly,

it doesn't make a great deal of difference why 1t happened, except, per-
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haps, from the academic standpoint we may avold the errors of tomorrow
by examining the mistakes of yesterday., Today it doesn't make a gresat
deal of difference to stable, current, national security whether those
who made the policies intended them to fall or whether the failures were
due to bad judgment., The important fact of the moment is that we are
confronted with current errors in policy and recognizing the mistakes
we must develop new policies that will not contaln in them the seeds of
error which caused the failures of our present policles.
At this point I believe some general conclusions can be drawn.,. In
the first place I think the great basic error which has caused our present
difficulties ig that we misjudged the character of the world Communist
congpirecy. It was, perhaps, quite easy to do that. All of us who served
in World War II welcomed the participatlon of the Russians in that war.
We recognized the great contribution that they made and we were happy
in the realization that the assistance of Russia cut down the contributions
and sacrifices that would have to be made by fmerican men and American.
women, Bulb as a result of this and because of very clever propagandas
' in the United States by persons whom we have since learned to recognize
\Las actually serving the conspiracy of international Communism, an idea

grew up even in high places in the Uhited SBtates that the Commumnist move-

%
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ment, the Communists, themselves, the power center of the Soviet Union,

e
. ,@f %ere all segments of a great peace-loving democracy asnd that.you eould ',
U’

\l?’/" - t/

therefore, trust the men in the Kremlig/dﬁd believe vhat they said at

1

y

the conference table, Yalta and Potsdam were primarily the results of

that misteken concept. Though some of those who attended the conferences
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had serious doubts sbout the sincerity of Soviel expressions, we Mmow
that these doubts were not ventilated in the open and ¥moved, If they
were made known at a;l, it was not until after the conferences took place,
Thus, we must resch the conclusion that one of the basic reasons for the
difficulties that exist today goes back to the concessions that were made

: ran fed
1 at these conferences and that such concessions were,because of a funda-

A
i mental error in judging the character of the men in the Kremlin who run
the Communist conspiracy.

Even after we began to recognize the fact that the men in the Kremlin
could not be trusted at the conference table, we note a second fundemental
error which, of course, is related to the first, viz,, that we failed to
realize that the Soviets were engaged in a comspiracy--a revolutionary
conspiracy to overthrow the free nations, Even when we did reslize this
fact, we failed to appreciate fully the global character of that conspir-
acy. There was a theory, which, incidentally, is still prevalent in some
places and cen be sustained by fairly effective argument, holding that
vhat we are confronted with in the world today 1s not World Commmnism
bubt simply Russisn imperialism which has teken the form of Commmunism,
Hence, as we look over the past seven years, we find that in too many
places there were people who said Commnism was a danger within Russia,
Some people of this kind would go even further and say that Commmism
wes dangerous in Germany and possibly in Greece, in Turkey, in France,
in Ttely, but that Communism in Asia, and specifically Communism in
China and in the United States was a different kind altogether, Such

oversimplification, I remind you, is an effort to give you the average
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thinking of those in the national legilslature which is representative
of the country at large. The result of that line of thinking is quite
obvious, because it was the basls for what happened in China and, of
course, what happened in China caused what happened in Korea., From my
own experience I give you an example which I think points up the falsity
of that approach and which, at the same time, proves the point that
Communism is a global conspiracy, as President Eisenhower said in his
State-of=-the-Union message.

ﬁg{f& was in Burope in 1947 with the Herter Committes. Allen Dulles
was one of our advisers, without pay as I recall, and he did an excellent
job., I am sure he will agree with me when I make the obsefvation that
if more members of the House and Senate could go on subh trips, we would
experience less difficulty in getting programs through the House and the
Senate which are needed for the security of the country. The Heryar N
Committee, as you recall, was meking studies as to the needs qg“%hérf
various countries of Europe for MarshalgPlan funds., Our recémmendations
to the House were in s large part accepted and resulted in the a§0ption
of the ECA program in the House and, of course, its counterpart,xﬁhe
Senate. On that European trip some of us made it a point not only to
talk to the heads of the governments which were anti~Communist in the
countries which we visited, but whenever and wherever we could we got
an sudience or an interview with the Communist leaders. This was of
particular intefest to me becsuse I wanted to see what made them tick.

I remember on one occasion a very interesting conversation I had

with Toglistti, the leader of the Communist party in Italy. One segment
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T remember quite vividly. I informed him that I was a member of the
Labor Committes of the United States House of Representstives and that,
consequently, I was interested in his thinking on labor problems. I
said, "Mr. Togliatti: In the event that the Cormunists take over in
Italy (the Italian elections were coming up within e few months) what
kind of a program would you favor as far as labor is concerned? Do
you believe, for example, that labor unions should be free of govern-
ment control, and that the right to strike should be protected and guaran-
teed?"

A transglation was made——he thought a moment, and his answer to these
questions was "Yes." Obviously, he had to answer in this fashion because
he was not in power at that time, After the answer was given I told him
T was very glad to hear his reply because that was the kind of policy
we had in the United States.

Then I added, "Labor unions are free in the United States and, of
course, strikes are going on right now. Of course, you reallze, lMr,
Togliatti, that in the Soviet Union such is not the case because the labor
uions there are completely dominated and controlled by the government
and the right to strike is denied.™

The translation was made and he looked at me in a not-too-friendly
manner and sald: "Well, I don't think that the Congressmen and I under-
stand each other, The reason why the right to strike has to be guarantecd
in the United States or in any capitalist country is that there the labor
policy is dominated by employers, reactlonaries and capitalists. There-

fore, the workers must have some protection against such exploiters.
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But in the Soviet Union we have no employers, reactionaries or capital-
ists and, hence, the right to strike need not be gueranteed in the USSR, "

I said: "That is very interesting. Now let me ask you another ques-
tion. In our conversation up to this point you have been extremely critical
of the foreign policy of the United States. Certainly, you cannot contend
that all of what you call 'aggressive intent, aggressive actions and im-
perialigm' is on the side of the United States. Do you have any eriticism
whatever of the foreign policy of the Soviet Union on the ground that it
ig imperialistie? After all, you are an Ttelian, and sitting here in the
middle you certainly cannot put all of the blame on our side when there are
two great powers apparently involved in this conflict. In other words, is
the policy of the Soviet Union imperialistic in any respect?”

Again the translation was made. I received the same rather unfriendly
glance and then a very interesting answer. Sald Mr. Togliatti, "Again the
Congressman and I are not speaking or understanding quite the same language.
The reason why the foreign policy of the United States is imperialistie is
that it is dominated by employers, reactionaries and capitalists. In the
Soviet Union we have no employers, reactionaries or capitalists. Therefore,
it is impossible for the foreign policy of the Soviet Union to be imperial-
istic., Tt is a people's policy, it is always right and is never subject to
any criticism VhateVer."

I agked the same series of questions of Arthur Horner, the head of
the miners! union in Britain and received the same answers cloaked in

a British accent. I have asked the same series of questions of Williem
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7. Foster, in a little different way, of course, because he happens to
be an American ciltizen. Very pertinent for our purposes is the testimony
of Foster before the Judiciary Committee in 1948 which was congidering
legislation to control the Communist Party in the United States. Senator
Ferguson of Michigan questioned him at length as to whether members of
the Communist Party of the United States would fight on the side of the
United States in the event of an aggressive war begun bf the Soviet Union.
For approximately thirty minutes, Foster, in a very able display of mental
footwork and gymnastics, side stepping, twisting, and turning, contended
over and over again that the qusstion was hypothetical because he sald
it was impossible for him to conceive of an aggressive war by a people's
government, to wit, the Soviet Union. Therefore, in his estimation it
was not necessary for him to determine whether or not he, or other members
of the Communist Party would fight in such a war because it was impossible
that such a war could occur. Tnese examples are sufficient to show the
glohal character of the Communist threat.

Accordingly, it seems to me that we made a basic misteke in failing
to reslize this fact. The Communist, wherever he exists, whether in
Moscow, Chine, Korea or in the United States is essentially the same-—-
owing his loyalty not to his own country, in the event that he is not
a citizen of the Soviet Union or a satellite country, but to the power
center, the Soviet Union, and to others who control the world Communist
congpiracy. Yugoslavia, of course, is the present exception which proves
the rule. Thus, I conclude that our mistaken evaluation of the global

nature of the Communist strategy had much to do with the failure of our

1i in Chi
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Comparé, for example, the policy that we adopted in Greece with vhat
we adopted in China, Though the terfain was much smaller and the complexity
of the Grecian problem not at all as great, we could have applied to China
some of the recognition of the Communist threat which motivated our actions
in Greece in 1947. Over and over again we repeated the theme that the
Chinese Nationalist Government was corrupt, that.it vas unstable and for
those reasons that the support we hed given was no good and no further help
was justified. I was in Greece in 1947 and if there was any more corrupt
or unstable government in the world than whet Greece had in 1947, I would
1ike to have seen it. It changed twice in two weeks while I was there and,
vet, what did we do? We went in there and General Van Fleet did a magnifi-
cent job of training the Greeks so that they could defend themselves. As
a result of our positive action, the Grecks met the Communist threat and met
1t effectively and at the present time, with our continued support, Greece
jg still on our side. Thus, &s we look at the situation in Asia, it would
seem that some of the same medicine possibly might have made the difference.

411 of these, of course, are problems and mistekes which have been
made in the past and the question is: Where do we go from here? As we
gnalyze the problem of the immediate and distant future, may I say again
that the only reason we discussed the past today 1s to make sure that
we do not make those same mistakes tomorrow. As we determine where we
go from here, I consider it proper that we look at some basic factors.
The first basic one is: What do we went? Well, we want peace, not
peace at any price, of course, put certainly peace at as high a price

as we can pay without losing the honor of our nation. Secondly, the

" CONFIDENTIAL
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United States will never use war as an instrument of policy. Our Secretary
of State underscoréd in a very effective manmner thls point before he went to
Burope. However, the Kremlin, when confronted by a potential enemy, will
use war as an instrument of policy, and so the key to peace is to see what
actions or failures to act on our part will cause the Kremlin to esct or fail
to act at a eriticel time. Accordingly, it is appropriate that we analyze
from 811" viewpoints the enemy with whom we are desling--the man in the
Kremlin, the man who is trained and brought up on the bibles which the Com-
munists resd and follow, viz., Marx, Lenin, Stalin, Without prying too
deeply we are confronted with certain conclusions which are inescepable.
First, the men in the Kremlin are reslists. Hence, though they are bent
on world revolution, though they will use war as an instrument of policy,
they will not begin a world war until they are convinced they can win it.
Second, they have a sense of higtory in that they are willing to wait not
only through thelr own lifetimeé but even longgr thaen that, if it takss
such time to reach the point where they canfain the world conflict.
Therforg, if we want pesce, we must do several things. TFirst, we must exert
every effort to meke sure that in the world the balance of power, from a
military stapdpoint, is actually in our favor so that the Kremlin could not
win a war if it began one. By the words, "in our favor," I do not mean
quasntity as much as I stress quality of arms end adequate training., 3Secondly,
we must make the men in the Kremlin believe that the military balance, to
which we have just referred, is in our favor because if they actuslly mis-
calculate by arriving at erroneous conclusions b7 reason of something we
have done or failedto do, then, regardless of the powér balance, war will

come, Thus, I cennot overstress the importance of meking sure that the
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military balance of pover is actually on our side and to underscore our
responsibility to make sure that we do nothing which will cause the men in
the Kremlin to miscalculate our strength and begin a major world war, which,
in a sense, no one will win. Thirdly, we must acknowledge that besides our
military strength at home, we need allies abroad, because 150 million people
obviously cannot stend up against 800 million people., Not only do we need
allies but we need asg many as we can get,

And so, the policies of the next few years, in large measure, will have
to continue the policies which have developed during the past seven years,
particularly with regard to Burope. If we keep the United States militerily
strong at home, we must strive to get as many'militarily.strong allies és
we can abroad,

But military strength alone 1s not enough., 1In this struzgle for the
world we are confronted with men who are very pragmatic about what they need .
to achieve their goals of conquest, Thus, they have developed new tactics
of aggression with which you are familiar and which have proved themselves
successful. Let's face the stark fact that by such tactics 600 million
people have been won by the Soviets in seven Years without the loss of a
single Russien soldier in combat--at least none admittedly lost in combat,
These new tactics of aggression developed by the Soviets do not contemplaté
the use of armed force involving the srmies of the pbover center, itself—-
the Soviet Union. What are such techniques? Some of them, of course, are
qulte obvious,

a. The use of internal subversion, employing not only the
traditional foreign agents but also agents who are nationals

of the countries involved, Czechoslovakia is, perhaps, the most
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striking exemple of how a nation can be taken over through a coup dtetat

in which the principals were Czechs and, yet, they owed their allegiance

to a foreignh power.

b. Next is the fomenting of revolution, This tactic used in vari-
oug parts of the world, in Asla particularly, has been quite obviously
employed in Chine, And again we note the instances in which the in-
voluntary forces are made up of nationslfs of the countries involved
and in which the forces of the USSR power center are not commitied.

c. Extremely importent is the great new weapon of economic,
political, and psychological warfare.

Our snswer, to some extent, is quite obvious., First, on the economic
side, we must be as sound at home as we can possibly be——that means balance.,
There are times, undoubtedly, when you maey wonder why the Congress hesitates
to appro@e sporopriation requests for funds which &ou feel are needed for
adequate military purposes or for forelgn aid progrems. I can assure you
that this is not negativism on the part of the Congress but rather a sober
attitude to be convinced of the necessity for thé expenditures, because
the greatest asset the free world has in the present struggle, and the im-
portance of this point was emphasized in President Eisenhower's State-of-
the-Union message, is a sound, free, productive, Americen economy. Thus
the totsl program of the netion must be in balance,and I am sure that the
policies recommended to the President by the Natlonel Security Council
will always aim at achieving this result, nemely, that we give as much

needed
aupport as we can to the development and meintenance of
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military strength for ourselves and the free world without destroying the

basic economy which is our greztest asset and advantage in the battle for

civilization in which we are engaged, This will demand of us that, while

we maintain a sound economy at home in reslistlic fashion, we must éhore up
the economy of nations abroad so that they, themselves, may be militarily

strong and, also, that they may develop a strong economy, because in such

a climate, there is less likelihood that the Communist conspirator will be
able to appeal to the masses of the people and sell his doctrines,

This last point compels me to inject a word of warning. I do not sub~
seribe to the views of those who say that the answer to Communism, whether
in the United States or abroad, is solely economic well being, Any of
you who analyze thle point will reach the same conclusion which is already
expressed in the Bible that man does not live by bread slone, Economic
strength is, of course, a definite factor entering into the present struggle.
Certainly, where economic unrest prevails and hunger exlsts, you have a
fertile field in which the Communist ideas cen grow and prosper. But eco~
nomic strength elone is not the complete answer, and I use again the classie
example of Czechoslovakia., There wasg prolebly a no more advanced country
in Europe at the time of the coup d'etat than that nation, and, yet, the
Commpnist movement flourished and in a most effective manner.,
é&ﬁfiIn addition to economic soundness, we must have internal security at
home. I won't belabor that point because I believe it is in good hands at
the present time. This is a most difficeult problem, and I can emagine that
some of you who have followed the work of some of us, ag we have investigated

subversive activities in the United States, are concerned about these
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investigations and the trend that they take in this country. I think, per-
haps, that some concern is jJjustified, because a very delicate balance must
be meintained in this field between security on the one side and freedom on
the 6ther. Thig 1s not always easy to maintain,

I am sure that 1if you took.a vote of the Congress of the United States
--a secret vote, or perhaps, a public one-~they would support a movement to
put all the Communists in this country in one boat and ship them to the USSR,
even though, of course, that might be technically impossible. That, however,
gives you an idea of the temper of the Congress on this problem. This is
somewhat symbolic of other easy solutions which are offered: <for example,
the outlawing of the Communist Party in the United States. This sounds
laudable and easy but, unfortunately, as indicated by the Federal Bureau of
Investigation, this is an unworkable solution., Therefore, we must be constantly
on our gﬁard that we do not resort to totelitarian police methods in dealing
with the conspiracy in this country and, thus, adopt within our own borders
the methods which we have criticized in our enemies abroad for dealing with
dissidents in thelr countries. I leave with you the conviction that those
of us who have been in the Congressional investigative field and others who
are presently engaged in this asctivlty have & realization of how constant
care must be exerted not to kill the patient we are sttempting to cure.

Finally, I believe we will all agree that the bolstering of our nationel
defense in the development of political and psychological counterattack is
essential. For example, I think that President Eisenhower!s ennouncement
that the Seventh Fleet would no longer be used to blockade the Chinese

Communist coast from raids from Formosa, and his statement that
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a request would be made on the Congress for a resolution to repudiate secret
agreements sre worthwhile examples of taking the offensive in psychologleal
warfare, beslides the fact that, from other standpoints, these steps should
have a great effect, Such steps as these mean only two things when they
are Interpreted to the world, One is that we back our friends and the other
that we will not write off the captive peoples. So much for analyzing the
Congressional mind--assuming that any Congressman or Senator has a mind,

T admit,

Thalf is a debatable point!

Now, what is our new policy to be? First of all, I believe that the
general outlines of that poliey have been set forth in President Eisenhower's
State~of-the-Union Message and in the reeent speech by Secretary of State,
Dulles. I do think that a suwmary of that policy, as I see it, might be
appropriate and of interest at this time. Basleally, the new poliey rep-
resents a change in attitude~-a change in emphasis, I am sure that we are
not going to see too meny evidences of drastic moves which would indiecste
to the people of this country, or to the peoples of the world, that the-
poliey is of a radicelly new type. The action regerding the Seventh Fleet,
the pronouncement regarding secret agreements are good examples of thig
epprreciation, In this analysis we inevitably grapple with the word "con-
tainment." Even though the policy concepts underlylng "containment" may
have served some useful purpose up to the present time, which I rather
doubt, still, I believe that we have arrived at the point where the word
"contalnment" means a static policy--a draw in the conflict in which we

are engaged. In fact, 1t means victory for neither side. What we have
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failed to realize is that the alternative to "containment" is not sll-out,
total war but rather the winning of the cold war. As President Eisenhower
indieated, only by winning the cold war can we avoid the hot war. To achieve
thls goal of tangible victory, some immediate objectives come to mind:

First. The most difficult goal of all is the winning of the war
in Korea. Victory in Korea is of prime concern to our nation. I know
that some peculiar arguments can be made, but always in qulet fashion
--never in the open, because you could never convince the American people
of thls--contending that the continusnce of the war in Korea is a good
thing for the United States. Supporting this spurious position are
statements to the effect that we should look at the casualty ratio in
Koreas—~five to one in our favor. Now, this position is untenable be-
cause it is political dynamite which the people of the United States
would never buy, and, furthermore, approaching it from just the stand-
point of a layman, i1t would seem to me that all we have to do is reslize
that in the pest two years or so of the Korean war, we have suffered
130 thousand casualties and the Soviet Union hasn't had any. Again,
it is the old problem of keeplng our eye on the main target, and winning
the current war in Korea must be the first objective of such a policy.
Second. Our second objective, which is, of course, related to.our
past policy, is to allow no further solidification of Soviet holdings
in satellite countries and no extension of their boundaries, because
it is obvious that if they forge strength within their dynasty and bring
further terrain under thelr command, they may calculate that they can

begin & war--a World War--and win it.
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Third, We must avoid trouble at home and keep under control the
inevitable.problems which we will have with the Nations which we conslder
to be on our side., Without this approach, the strength which we develop
will be sapped of its potency.

Finally, and this is the most important ingredient in what we mean
by "dynanmic" policy, is to roll back the enemy strength if we possibly
can, BEven though some congideration of this factor existed in past
policy, I am convinced that we are going to see a stepping up of attitude
and emphaslis to reduce Sovliet gains, to puncture the Communist conspiracy

and to stir up Jjust as much trouble as we possible can in the satelllte

countriee and in the Soviet Union proper.

This is a big order--a very blg order. The objectives we have outlined

certainly have been in the minds of our policy mekers during the past two

or three years. They are in our minds today, and we are hopeful that we will

be sble to translate these concepts into appropriate actions. Regardless
of our thinking in wishful mamner for easgy answers, we must constantly ad-
monish ourselves that in this field of foreign policy there are none,

The objectives for an affirmetive foreign policy can be attained only
by the support which policy mekers must receive from you. I speak now as
a member of the Administration and ss & member of the National Security
Council, which ig the greatest consumer of your product, to emphasize that
knowledge of the facts is essential if we are to make the right decisions.

Essentially, that is why we have to have intelligence. Perhaps the best

proof of this point is the rather obvious truth that with better intelligence

support our nation might have avoided most of our present difficulties.
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Better intelligence might have put our leaders on notice as to the true
character of the Communists, the men in the Kremlin, the men we were dealing
with across the table at Yalta, Potsdam and Teheran., Better intelligence
might have given us a greater appreciation of the overall global character
of the Communist movement, For example, if we had better intelligence, we
might not have made, what I think was, a fatal srror in judgment as to the
character of the Chinese Communist movement in the early days of its develop~
ment. We would have known that the Chinese Communist was no different,
essentially, than his counterpart in the satellite countries in eastern
Europe and that, therefore, the cholce in China was not between a Nationalist
Government and something better but between the Nationalist Government and
something far, far worse. This, therefore, is your job, to gather and analyze
in impartial menner all the facts and to make the findings available to those
w@o have to make the policy.
}ikmhfl recognize that this is a tough job. I know that some of your assign-
ments will be dangerous and, simultaneously, interesting. I realize, also,
that many of you have already served well in difficult undertakings. In an
organization of this type, which must be a kind of silent shock absorber,
I can imagine that there are times when your tasks seem boring and maybe com-
pletely meaningless, because you may not be in a position to see the entire
picture. Hence, when you are tempted to ask yourselves such questions as:
Why do we get this?' "Why do we have to spend precious time in such tasks
as these?" I admonish you to have confidence in those who direct your ac-
tivities, and without allowing your efforts to be neutralized, that you do

the job which has been assigned to you,because, I say this advisedly, there
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is no job in our present government which, I think, is more important than
the task which you ladies and gentlemen will be doing in the yesrs ahead.

In my experiences as a Congressional investigator of Communist activities
in the United States, I have been impressed by a number of things, but, par-
ticularly, by the kind of people who have become Communigts in our country.
Though most of you are knowledgeable in this field, my own conclusions may
interest you. What kind of men were Alger Hiss, John Apt, Nathan Witt,

Lee Pressman, Victor Perlo and, I will add, incidentally, the atomic sclen-
ﬁists and others who came before our committee and refused to answer questions
on the grounds of incrimination? What kind of people were they? First of
all, they were all born in the United States and, secondly, they were sensitive,
intelligent, able people. Almost without exception, they were the gradustes
of the best colleges and universities of this cduntry. Not one of them acted
just for monetary gain but was motivated by fanatical belief and devotion

in the cause in which he was working. Each believed so deeply that he was
willing to do anything for the cause--a boring job, if need be. He was also
willing to do a very dangerous job—-one that would run the danger of a jail
gentence and of holding himself end hig family up to disgrace in his community
and among his friénds. Often have I thought, during the past three to four
years, &s I have seen these people parade before us-~these young, intelligent,
able people-—of the need for people on our side as devoted to our cause as
Ccmmunists are devoted to theirs.

When I was in Europe in 1947 and agein in 1951, I had the opportunity
to talk privately with three or four individuels who were members of this

Agency. I saw in those individuels what is certainly the answer I have been

Approved For Release ZOOZIOEONFFBEH%MGGAOOM 00010001-2



Approved For Release 2002/&6NH|DEN5H5M)_166Aoowoo1ooo1-2

=22
looking for--the answer to the devotion which the Communists have on their
side. I know that it takes a devoted and dedicated man or woman to do the‘
job that you are doing. This may sound like flag waving to you, but most
gincerely do I conclude on this note: The conflict in which we are engaged
in the world is great and complex. It is military in chnracter, economic
in character, political in character. But, over all, it is a confliect for
the minds and the hearts and the souls of men. Our enemies are dedicated
to their cause. We need dedicated people on our side. General Smith, to
you and to Mr, Dulles do I say, as a member of thls Administration, and I
know that I represent the views of the Commander-in-Chlef, the President,
we are very proud to have serving the United States a group of dedicated

men and women--the people who are members of this Agency. Good luck and

Godspeed !
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